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Problem
Florida Conference did not have a way to connect the Youth Ministries
Department to local churches to support the churches’ teen ministry. There was a need for
a structure to create a connection between the conference and local churches to strengthen
youth ministry in the local church. With over 300 churches in the conference, the youth
director could not achieve this alone. Furthermore, there was not even a contact list to
know which churches had a youth leader or young people. Developing a structure would
be a means of gaining access to local church youth leaders so that the youth director and a
team of volunteers could offer help and support to these leaders.

Method
The Youth Ministries Department was reorganized to develop a structure of
volunteers called Cluster Coordinators to become a link between the conference and the
local church youth ministry. After consulting with different departments in the conference
and in other conferences, reading what others had to say on this topic, searching Scripture
regarding organization and structure, reviewing the then current Pathfinder and
Adventurer structure in Florida, meeting with key leaders in the conference, and based on
over 20 years of life experience in working with youth, the glaring need was to create a
structure of volunteers to help the youth director.
The main emphasis would be on creating a vision of what the structure would look
like, developing a basic understanding of the dynamics of change in an organization,
redefining what the function of a conference youth director is, applying best practices on
how to recruit, train and retain volunteers, and then implementing the plan. The focus of
this document is to develop the structure, which was nonexistent, to connect local
churches to the conference to strengthen local church youth ministry. This was all
foundational to being able to impact local church teen ministry. The structure is simply
the means to accomplish this goal. The goal is to improve local church teen ministry
through a structure which would create a conduit to link youth leaders with the Youth
Ministries Department. To accomplish this, a team of volunteers was recruited to partner
with the youth ministries director. This group would be responsible for gathering current
contact information for youth leaders, offering encouragement, support and training to
these leaders. In order to make this happen the youth director would have to recruit a
team of leaders to connect directly with local church leaders that would be trained and

resourced by the Youth Ministries Department so that they in turn could train and resource
local church youth leaders. This network of volunteers would be the means to accomplish
the goal of strengthening youth ministry in Florida Conference.
Results
A structure was put in place to recruit a team of volunteers, called Cluster
Coordinators, which became the link between the Youth Ministries Department and the
local church youth leader. The same structure applied to Adventurers, Pathfinders, and
Youth and Young Adults. Every church in Florida Conference was grouped into a Cluster
and each Cluster was designed to have a Cluster Coordinator. There were 23 Clusters in
total in the conference; each Cluster represented 10-15 churches. These Coordinators, in
the Clusters where they were recruited, were the link between the conference and the local
church youth leader.
The number of Youth Cluster Coordinators fluctuated during the time of this
project. A maximum of 16 of the possible 23 Cluster Coordinators were recruited at any
given moment. These 16 Coordinators supported 139 congregations, nearly half of the
300 churches in Florida Conference. But, the full team of Cluster Coordinators was never
entirely recruited for youth ministry. Nevertheless, with the help of the Adventurer and
Pathfinder team of Cluster Coordinators we were able to create a database with contact
information for youth leaders from every church in Florida. This was an important step
which made it possible for the department to begin to connect with local churches. And
this structure and information opened the door to begin investing in local church youth
leaders in a new way. The structure was designed to make it possible to impact local
church teen ministry, but the structure alone could not achieve this. It was simply a means

to an end. The end goal of strengthening youth ministry in local churches would happen
when the Cluster Coordinators would meet with local church youth leaders and share
content with them. See Appendix A for a sample of the manual that Cluster Coordinators
shared with a local church youth leader to offer encouragement, resources and support.

Conclusions
On the one hand, the structure worked. The team of Cluster Coordinators that was
recruited became an invaluable help to the youth ministries director and positioned the
department to establish contact with local church youth leaders so that they could begin to
influence and strengthen the way that youth ministry was done in their church. In the
Clusters where there were youth cluster coordinators, youth leaders had more contact
more often from our office and the presence of a coordinator gave consistent support,
encouragement and training to local church youth leaders. On the other hand, the project
did not meet the original goal of conference wide implementation. A cluster coordinator
was not recruited for every cluster in Florida Conference.
In the final analysis, a structure is needed to create a link between the conference
and the local church youth leader. A youth director cannot reach all of the churches in a
meaningful way without the help of volunteers, and it is through the structure that this
team of volunteers is organized to strengthen local church youth ministry. For this reason,
recruiting a team of volunteers must be the priority of a youth director. Having this group
of volunteers in place around the conference is the key to closing the gap between the
conference Youth Ministries Department and the local church youth leader. But the
structure is only the beginning. The youth ministries director must work diligently with
the volunteers to train them so they have content to share with local youth leaders that will

help them be better leaders, serve young people better, and strengthen youth ministry.
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CHAPTER 1
INTRODUCTION
Every ministry context has potential for growth and room for improvement, and
any living thing that is growing needs some form of structure. Plants, animals, and human
beings, all have systems and structures that support and sustain life. Youth ministry is no
different. If youth ministry is to grow and thrive, it will require some sort of structure to
grow. Developing a structure to strengthen youth ministry in Florida Conference is the
precise aim of this project.
In this first chapter the reader will get a brief overview regarding what youth
ministry looks like in Florida Conference—this is the ministry context. In addition, there
will be a statement of the problem, a statement of the task to describe how that problem
will be addressed, and an explanation of the delimitations of the project. Furthermore, a
description of the process will be outlined to help the reader see step by step what actions
were taken to approach the problem. Finally, a brief description of terms will help the
reader to follow along more easily.

Description of the Ministry Context
Florida Conference had two separate departments—Pathfinder and Adventurer,
and Youth and Young Adult Departments—with different directors during the 1990s and
early 2000s. In fact, they had the same director in each respective ministry for over two
decades. However, in 2010, the conference administration decided it was time to create
1

one unified Youth Ministries Department under one director. This changed the way that
youth ministry would be done in Florida. In order to manage a ministry this size, the
conference had over 60,000 members in 2010, the youth ministries director would be
given two associates. As a team of three, their job would be to find a way to make
Adventurer, Pathfinder, Youth, Young Adult and Public Campus Ministries work
throughout the state.
This task of bringing all these ministries together was too big to accomplish alone.
In conversations with key lay Pathfinder and Adventurer leaders, and after consulting with
other departments in the conference, it was decided to divide the state into three areas:
North, Central and South. Each area would have an Area Youth Ministries Director, one
of the Associates. The Youth Ministries Director would serve as the State Director and
the Central Area Director; this combination was not ideal, but it was necessary based on
the available staffing at the time. One associate would cover the North and the other the
South. One of the main roles of these directors would be to recruit and train teams of
volunteers, called Cluster Coordinators, to help them best serve churches and local youth
ministries leaders.
Statement of the Problem
Youth ministry in Florida Conference did not have a structure which would enable
the conference to connect with local church teen leaders to offer encouragement, support
and training. However, Pathfinder ministry, which officially began in North America in
1950, and since then has grown in popularity and strength, and, in my observation, has
become the backbone of Adventist Youth Ministry. I believe that to a large extent this is
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due to the structure—a team of Area Coordinators who assist the Conference Pathfinder
Director to make Pathfinder ministry happen in churches around the conference.
Youth ministry, however, has never had a structure to organize it from the
conference level. And so, in this void, youth ministry has depended on local church
leadership, which is often untrained, unprepared, and unsupported. I think we can do
better. I believe that the conference Youth Director can recruit a team of volunteers to
partner with him/her to develop a structure that will strengthen youth ministry in local
churches by closing the gap between the two. Having a network of volunteers is vital to
reviving teen ministry in local Adventist churches; this network, trained by the conference
Youth Director, can extend his/her influence to every church in a conference. Having the
structure allows for the volunteers to be organized to know where to go and also to be able
to share resources and training with the local church youth leaders to help them lead
young people better. Without this structure, youth ministry will continue to wallow.
There is rarely a conference wide system in place to provide local church youth leaders
with assistance, communication, information, networking, resources, support, and training
that is essential to their success. This is not the formula for a well-built youth ministry. In
the Florida Conference the Youth Ministries Department lacks an organizational structure
to strengthen local church youth ministry.
Statement of the Task
The task of this project is to develop an organizational structure that will
strengthen local church youth ministry in the Florida Conference. The author
acknowledges that while a structure alone will not strengthen youth ministry, it will be the
means to accomplish that end. However, once the structure is built, it will be possible to
3

contact, connect with, support, and train local church youth leaders. The structure is the
framework, or the “highway,” which allows for everything else to flow—the contact,
support, and training. Without the structure, there is no network of volunteers organized
to impact local churches, and the Youth Director is left alone to accomplish this task.
Delimitations of the Project
During the course of this project there are some self-imposed parameters that will
help the Youth Director to stay focused on the problem—that there is not a structure in
place to strengthen youth ministry. First of all, this is an attempt to correct this issue
within the Seventh-day Adventist Church, particularly in North America, and specifically
in Florida Conference. The emphasis is on developing a structure. This is necessary
because at the beginning of the project, one did not exist for teen ministry. This project
claims that if a structure is built, if a team of volunteer youth leaders is recruited and
trained, then they can help the conference Youth Director to reach out to local church
youth leaders around the state to provide encouragement, support and training.
Since in the beginning, the conference Youth Director did not even have a list of
the youth leaders’ names; there was a need to get help to establish such a list. In addition,
the Youth Director recognized that with over 300 churches in the conference, and with
limited budgets, he would have to recruit volunteers that he could train in order to
accomplish more through a team than he could ever achieve alone. With a team of
volunteers serving as Cluster Coordinators, the conference Youth Director could partner
with the volunteers to strengthen local church youth leaders. The Youth Director would
train the Cluster Coordinators, and the Cluster Coordinators would in turn train the local
church youth leaders. This would all be made possible through developing the structure
4

which would create a pathway to connect with youth leaders. See Appendix A for a copy
of the manual that was developed so that the Cluster Coordinator could sit down with a
local church youth leader and help them know how to work better and smarter with the
teens in their church.
In 2006 when I began as a Youth Director in Southern New England Conference, I
observed that there were at least two other conferences which were also wrestling with
how to strengthen teen ministry through a structure of volunteers. I had conversations
with the Youth Directors in Greater New York Conference and Southeastern California
Conference, to see what they were doing (for samples of what they were developing see
Appendices B and C respectively). Furthermore, the Youth Director is not in a position to
initiate conference wide change, so he/she will limit himself/herself to what freedom
he/she has to initiate change within the Youth Ministries Department.
Description of the Project Process
One starting point is to review what the Scriptures say about this topic. The Bible
speaks to the issue of organization and structure by presenting God as a God of Order (1
Cor 14:33, 40). This is evidenced through Creation (Gen 1), and in Israel’s formation as a
nation (Josh 7:14, 17). Further evidence appears in the life of Moses (Exod 18) and in the
New Testament through the appointing of the twelve disciples (Luke 6:12-16), the early
church with the appointing of the deacons (Acts 6:1-7), and finally through the
development of a theology of spiritual gifts (Rom 12;1 Cor 12; Eph 4). Order and
structure honor God and reflect His character. The Bible connects structure to order and
stability.
A second place to gather information is through current literature which will be
5

studied to see how others have wrestled with this issue of structuring and supporting youth
ministry at the local church level. The focus will be on four main areas: vision, change,
function and volunteers.
Next, the Youth Ministries Department will consult with the Florida Conference
Ministerial Department, and other departments, to create an organizational structure that is
sensitive to how the conference, churches and clubs are already organized. The
Ministerial Department divided pastors into three areas: North, Central, and South. Youth
Ministries chose to divide into the same three areas. Pathfinder ministry, the most
structured ministry, will be modified to fit this new organizational structure and lay the
foundation for Adventurers, Youth and Young Adult ministry. Each area will have a paid
conference Area Youth Director and a volunteer Area Administrator that will be
responsible for youth ministry in their area. Each Area will be subdivided into smaller
segments called Zones with a volunteer called a Zone Administrator. Each Zone will be
subdivided into a smaller territory called a Cluster with a volunteer called a Cluster
Coordinator.
The Youth Ministries Department will assign every church in the conference to a
Cluster (a grouping of 10-15 churches in a geographical region). The Youth Ministries
Department will recruit and train volunteers to lead in clusters for Youth and Young Adult
ministry. They will develop a timetable to launch the new volunteer Cluster Coordinators.
The Youth and Young Adult Cluster Coordinator will be in regular contact with youth
leaders in the churches they oversee to offer assistance, encouragement, information,
support, and training. A ministry description has been created to help Cluster
Coordinators know what to do (see Appendix D).
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The Cluster Coordinator is the direct link between local church ministry and the
conference Youth Ministries Department and is trained by the Youth Ministries
Department. Cluster Coordinators should be seasoned youth leaders that have proven
themselves to be effective in helping other leaders know how to deal with the complexities
of the ever-changing world of teens and help other adults know how to do so. Cluster
Coordinators will work with pastors in their Cluster as an officially appointed
representative and voice for Youth & Young Adult ministry in their Cluster.
The Youth Ministries Department will create an Area Youth Council that will meet
quarterly with the Area Youth Director. The Youth Ministries Department will appoint a
Youth Area Administrator (volunteer) that will oversee all of the Youth Cluster
Coordinators in their Area. The Area Youth Ministries Director will evaluate how
effective the volunteers are at all the levels (Area/Zone/Cluster) through interviews in
order to see how much of an impact they are making in the local church level youth
ministry. Some sample questions to evaluate the structure would be: Do we have contact
information for every youth ministries leader in every church?; Has each local youth
ministries leader had a visit from an appointed leader? (Zone/Cluster level leaders); Are
pastors aware of whom the appointed leaders are and do they have a way to contact the
appointed leaders for help in youth ministry?
The timeline: This project was developed on paper in 2011; implemented in 20122015 and evaluated over a two-year period and reported on in 2017.
Definition of Terms
North American Division (NAD): One of the 13 divisions of the Seventh-day
Adventists church (Territory includes: United States, Canada, Bermuda, and Guam).
7

Southern Union: The Southern Union is one of the nine unions in the North
American Division. It has eight conferences within it.
Florida Conference: One of the eight conferences in the Southern Union. The
Florida Conference has 300 churches with approximately 65,000 members.
Cluster Coordinator: Title given to a volunteer that oversees several churches for
a specific ministry.
Cluster: a grouping of 10-15 churches in close geographical proximity.
Integrated Youth Ministries (IYM): The department created by Florida Conference
to oversee and coordinate the following ministries: Children and Family
(English/Spanish), Camp Ministries, Education, Youth Ministries.
PAC: Pathfinder and Adventurer Committee.
Young Adult: Ministry focused toward post-high school young people, ages 18-35
(YA).
Youth Director: The name given to most conference leaders that work with young
people in general; it can mean different responsibilities in different conferences.
Youth Ministry: Ministry focused toward high school teens (Y).
Youth Ministries Department: The Department that oversees Adventurers,
Pathfinders, Youth, Young Adults, and Campus Ministries in Florida Conference (YM).
Youth Ministries Director: Director overseeing all of Florida Conference Youth
Ministries.

8

CHAPTER 2
THEOLOGICAL FOUNDATION FOR DEVELOPING A
STRUCTURE TO STREGTHEN YOUTH MINISTRY IN
FLORIDA CONFERENCE
Introduction
For centuries students of the Scriptures have turned to its pages to discover
principles that can be applied to their current situations. While the Bible does not
specifically mention many of the modern realities, its principles remain timeless and
effective when creatively applied to shape contemporary themes. One example would be
that in the Bible there is no specific detail regarding youth ministry; it is a rather recent
phenomenon with roots reaching back to the late 1800s (Harris & Harris, 2008).
However, there are solid, biblical principles that can help create a conference wide youth
ministry structure that is in alignment with the principles of Scripture. The purpose of this
chapter is to draw principles from the Bible, apply hermeneutical principles, and craft a
practical theology which, when implemented, can provide a structure which will improve
the way that Florida Conference Youth Ministries collaborates with local church youth
leaders to strengthen youth ministry.
Hermeneutics
According to the Ferguson, Wright, and Packer (1988, p. 44), “Biblical
hermeneutics is the study of the principles of interpretation concerning the books of
the Bible—it is part of the broader field of hermeneutics which involves the study of
9

principles of interpretation.” In the Bible, there is not a specific theology of youth
ministry, nor is there a theology of how to structure or design a conference wide youth
ministry. Both did not exist during the times when the Bible was written. However, using
hermeneutics, one can find biblical principles that are applicable to help develop a
structure that will strengthen youth ministry in the Florida Conference.
Hermeneutics played a major role when the Seventh-day Adventist Church was
beginning to formally develop. Church organization and structure were initially very
controversial (Knight, 2001). Many were against any formal organization for fear that in
organizing they would become Babylon (Knight, 2001). God used James White to turn
the tide by applying hermeneutics. Knight (2001, p. 46) writes that James White, “had
moved from a principle of Bible interpretation that held that the only things Scripture
allowed were those things it explicitly approved to a hermeneutic that approved of
anything that did not contradict the Bible.”
This Copernican shift opened the door for seeing the Bible as transmitting timeless
principles with countless applications for each age and holds a key for developing a
theology of youth ministry. This is important because in the Bible there is no mention of
youth ministry—at least not as it is currently practiced. If one applied the former thinking,
there would be no place for youth ministry in our times because it is never discussed in the
Bible. Since there is no record of youth pastors, they would not be allowed either.
Christians would be limited to ministering to young people only in ways that the Bible
talks about. In this scenario, most likely there would be no such a thing as a “biblical
youth ministry.” Is the Christian church today limited to only the roles and titles that can
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be found in Scripture and nothing more? And if that is the case, why talk about a structure
for organizing youth ministry in a conference?
Thankfully that is not the case. And this is what makes the hermeneutic that
James White shared so relevant to this topic; it allows individuals to interpret and apply
the Bible to their context under the Spirit’s guidance and tested by the believers. This

opens up space to take the principles of the Scripture to draw applications that fit modern
times and acknowledge that the Bible does not deal specifically with all the things which
modern life forces humans to deal with. Furthermore, it is possible to get guidance from
Scripture on any topic. Just because it is not specifically mentioned in the Bible does not
mean that Scripture is silent about that topic. The timeless principles always remain and
need to be applied to each generation.
So, to begin with, it is important to establish that even though youth ministry or a
structure for youth ministry is not explicitly addressed in Scripture, one can uncover
biblical principles about organization and structure to develop a biblically sound theology
and practice that would be both God honoring and edifying. Additionally, part of the
theological foundation of developing this structure is the belief that Scripture is applicable
to real life situations in contemporary culture today, even when the Bible does not
explicitly address the topic one is investigating.
Old Testament
The Old Testament has several examples of the difference that structure makes.
This section will focus mainly on the creation account, the tower of Babel, the building of
the sanctuary, the arrangement of Israel with its army as well as its classification of the
tribe, clan, and family structure, and finally, Jethro with Moses.
11

Creation
In the very beginning, the Bible gives an indication that there was a lack of order.
Genesis 1:2 states that earth was “formless,” “dark,” and “empty.” Right at the beginning
in the story of creation, God brought much needed structure and organization to the planet.
He set boundaries for the light/darkness (vv. 3-5). He set limits for the sea, the sky, and
land (vv. 6-10). He commanded the land to produce seed and fruit bearing vegetation (vv.
11-13). He designed the sun, moon, stars by which He put into motion the chronology to
mark days, months and years (vv. 14-19). God also put land and sea animals in their
places (vv. 20-25) and finally crowned creation with a handcrafted couple to govern and
rule over all that He had just created (vv. 26-27). In Genesis 1 there is clear evidence that
God is a God of order.
Furthermore, the creation story is structured in a way that highlights the
progression of creation and reveals the solution God had for the formless and dark earth.
The six days of creation can be divided up into “days of forming” and “days of filling”
(NIV Study Bible, note on Gen 1:11).
Days of Forming
1 - “light” (v. 3)
2 - “water under the expanse/water above it” (v. 7)

3 - “dry ground” (v. 9) / “vegetation” (v. 11)

Days of Filling
4 - “lights” (v. 14)
5 - “every living and moving
thing with which the water
teams … every winged bird”
(v. 21)
6 - “livestock, creatures that
move along the ground, and
wild animals” (v. 24), “man”
(v. 26), and “every green plant
for food” (v. 30)

In days one through three, God formed the necessary elements to prepare the way
for days four through six. God first laid the foundation (the forming) and then He
12

completed creation with the filling. There had to be defined water boundaries (day 2)
before there could be animals in the waters (day 5). There had to be dry ground (day 3)
before there could be plants (day 6) that would flourish in that ground. God demonstrated
in the development and progression of creation the importance of bringing order to chaos.
And all of creation had to be in place to sustain the final creation—human beings. The
result was the beauty and symmetry of creation. God revealed that He is the Master
Creator that forms the formless and fills that which is empty in an organized way.
A principle that comes from the creation story is that God can take what is without
form and shape it into something amazing. This is often the case in a conference youth
ministry where there is a lack of structure for teen ministries. It is often formless and
empty. There are churches that have youth, but do not have a youth leader (empty). There
are churches that have no communication between local church youth leaders and the
conference youth department (void). There are churches where the Youth Director does
not know the youth leaders name and vice versa (formless). The local church and
conference function as independent entities. There is no form; no structure.
Furthermore, there is often a lack of common goals and vision. In this gap, the
local church youth leader, if there is one, does the best they can on their own to work with
the youth. This youth leader often functions without the knowledge, support, or training
from the conference and with little to no contact from other youth leaders or the
conference Youth Director. This lack of conference wide organization means that youth
leaders are not being linked with other youth leaders and the conference office is not
communicating with local church youth leaders to offer assistance, resources, and support.
It is a very accurate description to refer to youth ministry as “formless,” “void,” and
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“empty.” It also means that the Youth Director remains unaware of youth ministry in a
local church. There is a lack of order. There is a need for structure.
There is hope for youth ministry. The good news is that God can create order
where there is none. God’s Spirit is “hovering over the waters” (Gen 1:2). Without the
presence of the Holy Spirit to lead Youth Directors in conferences, there would be little
hope. However, with the Spirit working and God the Father working to help connect
youth ministries there is hope for order and structure to strengthen youth ministry.
What is done in youth ministry should demonstrate an understanding of design and
order drawn from and reflected in the pages of Genesis. God is the Master Designer and
conference Youth Directors need the presence of the Holy Spirit to begin to give them a
fresh vision to shape youth ministry in conferences. And while this may look very
different from one conference to the next, the Spirit will strengthen Youth
Directors/leaders to better reach the local church youth leader and thus the youth that are
so precious to God.
Tower of Babel
Another example of structure in the Old Testament is in Genesis 11. A strong
argument can be made regarding the importance of language (structure) from the story of
the Tower of Babel. At the beginning of this narrative, there was a common vision to
build a tower to avoid being destroyed by a flood. The accomplishment of the task and
the actual building of the tower, were facilitated through language. Without a common
language, there was slowed communication. What is said, how it is said, how often words
are used, and how words are understood are all key to communicating. Words matter. In
fact, the Bible story clearly points out that the combination of a unified vision and a
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common language unearthed the possibility that, “Nothing they plan to do will be
impossible for them” (Gen 11:6).
Language matters. The descendants of Noah established a unity and common
vision through sharing the same language. Applying this in a local conference, the
leadership (Youth Director) has to find a common language; a vision with clear goals and
objectives that is communicated clearly and consistently. Remove the ability to clearly
communicate and everyone goes their own way. This is exactly what happened in Genesis
11. God confused their language (v. 7) and everyone scattered (v. 8).
When an organization is ready to head in a new direction, unveiling a new
structure, it must also be ready to use a new language that solidifies the organization and is
used by everyone within the organization. Hybels writes, “The very best leaders I know
wrestle with words until they are able to communicate their big ideas in a way that
captures the imagination, catalyzes action, and lifts spirits” (2008, p. 17). Words have the
power to propel people to action. It is important to carefully choose the words that will
describe where the ministry is going and to create terms that everyone can follow. Simon
(2009, p. 17) points out, “For a common language to be successful it needs to be employed
regularly by institutional leaders. Key phrases should be repeated in print, sermons, and
lectures.” Finally, for a new language to catch, it should also be used on the conference
website, newsletter (if there is one), and any other forms of communication. This helps
the local churches in the conference to be on the same page and move forward towards
common goals. Words matter and can help to create a solid structure to strengthen youth
ministry in Florida Conference.
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Israel as a Nation
Still another example of structure comes in Genesis 46 where Israel is organized as
a nation. The twelve sons of Jacob are listed which formed the foundation for the twelve
tribes and became the infrastructure for the nation of Israel. As Israel grew over time, so
did the need for some type of organization. This was not required when it was just Adam
and Eve or even when it was just Noah and his family after the flood. But, over the course
of time as God’s chosen people increased, their need to structure themselves became
increasingly evident. They needed a structure—a way to organize the people. To
accomplish this, Israel was divided into tribes, clans and families to be able to better
manage themselves as a nation. A structure was put in place.
An application that can be drawn is that youth ministry in its most basic unit of
organization is really about family units and youth ministry at its very core is family
ministry (DeVries, 2004; Burns, 2003). Even at the conference level, the Youth Director
must always remember that youth ministry will always lead back to a family unit. Youth
ministry should lean heavily in the direction of equipping youth leaders to help families be
successful in raising their own children and leading them to Christ so they can fulfill their
function as the primary care giver and spiritual instructor of their children.
Another application is that when there is a big entity, like a nation or a conference,
subdividing it into smaller parts makes for a more manageable system. It is difficult to
move an entire conference without some kind of subdivision into smaller units. Florida
Conference Youth Ministries has implemented a system by which every church fits into
the structure and the state is subdivided into areas, zones, clusters, and churches. In this
way the pattern of nation, tribe, clan, family is followed. This enables the Youth Director
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to have a better handle on what is happening around the state by connecting with local
church volunteers.
Structure in the Book of Numbers
Another practical example of how structure was utilized is found in how God
guided Israel, as recorded in the book of Numbers. In chapters 1-2, the people were
organized into their tribes, clans and families in a clear progression (Buttrick et al., 1962,
p. 698). Numbers 2 details where each tribe camped around the tabernacle based on the
north, south, east, west configuration of the compass (Life Application Bible, 1990). Here
is how one author noted the difference between chapter 1 and chapter 2 of Numbers. “In
ch. 1 the nation is mustered, and the genealogical relationships are clarified. In ch. 2 the
nation is put in structural order, and the line of march and place of encampment are
established” (Barker, 1985). In fact, Barker later stated, “each was to know his exact
position within the encampment.” Each tribe had a specific location around the sanctuary
where they were assigned to camp. This structure brought a new level of organization to
the nation of Israel as they all camped in an orderly fashion with each tribe surrounding
the sanctuary which was now their visible reminder of God’s presence in their midst (and
literally in the middle of their encampment). The priests, and then the tribes, camped
around the sanctuary in a very exact and orderly fashion.
This is significant in terms of structure for the emphasis on order and organization.
For Israel to accomplish God’s purposes they had to be organized and centered on God’s
work among them. It is no different today. For young people, God’s modern day army, to
fulfill the purpose He has in mind, there needs to be organization and training, and focus
on God’s work among His people. Without this preparation, there is no execution of the
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plans God has in mind for His young people. God’s Spirit is stirring to assemble His
church to fulfill His mission and young people will play a major role in this as they are
organized to be led by God.
Solomon: Temple
Yet another example of structure comes in the book of 1 Chronicles 28 where
David called a large gathering in Jerusalem (v. 1). He wanted to lay out his plans for the
temple that his son Solomon would build. For this meeting he specifically summoned,
“The officers over the tribes, the commanders of the divisions in the service of the king,
the commanders of thousands and commanders of hundreds, and the officials in charge of
all the property and livestock belonging to the king” (1 Chr 28:1). Based on this verse, it
is clear that there were further categories of organization beyond the nation, tribe, clan,
family. The officer over the tribe was someone from within the tribe that was chosen as a
representative of their tribe. The commanders are categorized into different kinds of
commanders: over divisions, over thousands, over hundreds. It appears that these
different levels of commanders had different roles and purposes. And yet, they worked
together to make the nation function. Leaders were recruited to different roles to serve
different size groups as a way for Israel to be organized and effectively managed.
A few chapters earlier, 1 Chronicles 23, more information was given regarding
how David organized other leaders as well to be prepared to build the sanctuary. David
called all the priests and Levites to gather. The total number of priests was then
subdivided and given a specific task (vv. 3-5). Their tasks are listed in verses 28-31. This
could be seen as a job description for the priests/Levites. Each was assigned and given a
specific task. Each person accomplishing their individual tasks would enable them to
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collectively accomplish the larger task, the building of the temple and the upkeep. David
did not leave this to chance; he put a system in place that would allow for Solomon to
build the temple in the most effective manner possible. A similar system of organization
needs to be developed and implemented in youth ministry; one that brings order and
structure to strengthen local church youth ministry.
King Jehoshaphat
Still another example of structure comes from 2 Chronicles 20 with King
Jehoshaphat. The king received the alarming news that three enemy nations were coming
up against him. He prayed and proclaimed a fast for all of Judah (v. 3). How was the king
able to gather the nation together for an assembly (vv. 4, 5) and get the word out to all of
the people in the land? Did he have a system in place? Was there an organized structure
to communicate with everyone in his kingdom?
One of the first things Jehoshaphat did as king was to send officials into all of the
towns of Judah to teach the people (2 Chr 17 & 19). In addition, the king sent out certain
Levites and priests with the officials to teach the people. They took with them copies of
the “Book of the Law of Lord” and “went around to all the towns of Judah and taught the
people” (2 Chr 17:7-9). What happened as a result was that the “fear of the Lord fell on
all the kingdoms of the lands surrounding Judah” (v. 10). In addition, in 2 Chronicles
19:5, Jehoshaphat also appointed judges in each of the cities and gave them instructions
about how to judge in verse 6. He also appointed leaders in Jerusalem to “administer the
law of the Lord and to settle disputes” (v. 8). His instructions to these leaders came in
verses 9-10. And finally, he also appointed a chief person over spiritual matters and
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another over civic matters in verse 11. It was this team of leaders around the nation that
made it possible for the king to communicate, teach and train his people.
By way of application, it is clear to see that having people in roles appointed by
leadership are helpful in organizing a group, communicating with a group, and moving
forward the mission of a group. Additionally, having other people in leadership roles
creates opportunities to share the load with others and not overwhelm one person. Over
and over the Bible gives clear evidence that there is structure. And that the structure has
strengthened the ministry or mission of those involved. It provided form and order.
Whether it is for spiritual or civic roles, recruiting others and assigning them clear roles
helped advance the work of ministry.
It is also worth highlighting the fact that part of the role of the priests was to train
people in spiritual matters. The conference appointed volunteers do not just visit with
local church youth leaders; part of their purpose is to provide instruction and training in
spiritual matters and help them be better equipped to work with youth. This is one way to
keep everyone in the conference united also, by offering the same training to the leaders
that will then share it with the local church youth leaders.
Moses and Jethro
Still another biblical example of structure is found in Exodus 18 where additional
detail is given as to how Israel was to be organized in terms of leadership. Moses received
a visit from his father-in-law, Jethro, and he learned all about how God had blessed
Moses. But then as he observed a day in the life of his son-in-law he was no longer
impressed. Jethro saw a lot of activity but little accomplishment.
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Jethro was a priest of Midian and God had revealed to him the leadership secret of
recruiting people to help carry the leadership load. As Jethro watched Moses take a seat at
the city gates to hear and judge between disputes all day long (v. 13), he concluded that if
Moses kept that schedule up he would be in trouble. In fact, Jethro asked rather bluntly,
“What are you really accomplishing here?” (Exod 18:14) and then he followed up with a
key question, “Why are you trying to do all this alone?” (Exod 18:14). Jethro saw exactly
what was happening. He told Moses, “This is not good!” (v. 17). Then he gave the reason
why, “You’re going to wear yourself out–and the people too” (v. 18). Jethro could see
Moses was headed for burnout. Jethro understood what Moses did not, “this job is too
heavy a burden for you to handle all by yourself” (v. 18). Moses needed help. What
happened next is the key to the story.
Jethro did not only tell Moses what the problem was; he also gave him advice and
a solution. Jethro told Moses to “select capable, honest men who fear God and hate
bribes” (v. 21). The first part of the fix to the problem was to recruit the right people—
individuals who had their priorities straight. People who were competent (they had skills),
were honest, and feared God (spiritually grounded). These were the kind of leaders that
would help lighten the load for Moses. Choosing the right leaders is always important to
the success of an organization. The second part is to define how they will help Moses.
Jethro continued, “Appoint them as leaders over a thousand, a hundred, fifty, and ten” (v.
21). The idea was that Moses would recruit the right kind of leaders to help him meet the
daily demands of the Israelites. It was more than what one person could accomplish
alone. Different leaders could take on different responsibilities.
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This is a very fitting story with solid principles to apply to conference Youth
Directors. If a conference Youth Director tries to manage and solve all the
challenges/problems alone, it would lead to certain burn out. The demands are heavy and
should not be shouldered alone. God has placed capable, spiritually minded, willing
volunteers in each conference. They need to be recruited and trained to serve as
volunteers. In Exodus, the structure described leaders of 1000, 100, 50, and 10. There
does not appear to be any fixed formula or reason for these numbers. The main point
seems to be to make the larger task subdivided into manageable parts with the right
leaders overseeing specific areas. The structure of appointing leaders will only add
strength if the leaders that are chosen can perform their tasks.
An important point is that even though Exodus 18:25 says that Moses chose able
men, it appears that this was not the case. Nichols (1957) points out, “Verses 24-26 give
the impression that Moses carried out Jethro’s advice immediately. Deuteronomy 1:9-15
indicates that Moses did not actually arrange for the selection of these judges until after
the law was given at Sinai.” This is also significant because Moses in Deuteronomy 1:13
directs the people to choose or nominate the leaders themselves. Moses would still give
approval, but he asked the people to select who they felt could judge (lead) them. There is
value in having the leaders choose who will lead them.
In this scenario, part of the concern Moses had was, who will still instruct the
people? Jethro relieved his fear by stating, “You should continue to be the people’s
representative before God” (Exod 18:19). It is not like he would stop being the leader.
What would change is that he would stop being the only leader. The Israelites could take
smaller matters to the leaders appointed by Moses, leaving the heavier cases for Moses.
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Doing this would reduce his work load. Another key was that Moses would be
responsible to train the new leaders to do what they would be asked to do. He was told to
“teach them God’s decrees,” “give them his instructions,” and to “show them how to
conduct their lives” (v. 20). Moses’ role was redefined. Rather than doing everything
himself, he would train leaders to handle the smaller cases and tell them to refer the more
complicated cases to him.
Often times as a leader the temptation is to do it themselves and make sure it gets
done rather than to train someone to help them do it. On the front end, it will take more
time to recruit and train others, but the benefit in the long run is well worth it. The reality
is that if a Youth Director does not do this everyone suffers. The Youth Director, the
ministry leaders, and the youth will all be set back. The lesson of delegation is delivered
to Moses through his father-in-law Jethro.
Each leader should pray about what this will look like in their particular setting.
Jethro told Moses in Exodus 18:23, “If God commands you to do so.” He was telling
Moses to take the matter to God in prayer and ask God what he should do. Whatever a
leader is considering doing in terms of crafting a new structure, that person should do so in
an attitude of prayer and humbly asking God what to do. Verse 24 adds, “Moses listened
to his father-in-law’s advice and followed his suggestions” (Exod 18:24). Once a leader
gets advice and direction from other leaders and confirmation from God, it is time to move
ahead and make the changes with full confidence.
Here are some additional principles that are evident in the story of Jethro. The
leaders must be chosen carefully. The text stated several qualities that these individuals
were to possess. They were to be … capable, honest, fear God and hate bribes. These
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were seasoned, mature leaders that had a vibrant connection with God, were competent,
and they were individuals with integrity. The wrong leaders would complicate rather than
simplify life for Moses. The right leaders, those that fit the ministry description, will be
able to speed up, rather than slow down, the way that others are ministered to.
The text does not say whether these leaders would be volunteers or paid staff. A
conference should have some budget to provide at least some level of reimbursement for
travel. Because there is rarely extra funding in a conference to hire full time staff for these
positions, appointing volunteers that can work with the Youth Director and local church
leaders is key. And, when volunteer leaders are appointed, there is a direct link between
churches and the conference office for communication and support.
Those helping Moses were not given a specific name. Were they a captain,
squadron leaders, unit coordinator? The Bible does not say. Their role was defined by the
number of people they were responsible for. Perhaps this is because the most significant
part is their role and not their rank or title. What matters is that there is a subdivision of
the whole into manageable parts. In a conference setting, the one caution regarding
naming the positions is that as much as possible, the name of the position should be in
harmony with the name that the North American Division has set for positions. This will
help keep the conference connected to the structure already in place in the union and
division.
In the Old Testament, the stories highlighted have served to demonstrate that God
moved in an organized and structured pattern over and over again. This is seen in the
creation account, the Tower of Babel, King Jehoshaphat, the structure of Israel as a nation,

24

and Moses with Jethro revealing principles to help develop a structure. The evidence is
clear and leads to the next step, exploring structure in the New Testament.

New Testament
Turning to the New Testament, there are even more examples of structure. Jesus,
the disciples, spiritual gifts, Acts 15, and spiritual gifts are the sections that will give
insight into structure and yield more valuable biblical principles.
Jesus
Jesus believed in structure. When he started his public in ministry, he appointed
twelve disciples (Matt 4/Mark 1/Luke 5/John 1). The twelve disciples were his core
followers and the ones that he invested in most heavily. Within the twelve, there was an
inner core of three disciples (Peter/James/John) that got to experience some things that the
other disciples did not (Matt 1: Transfiguration; Matt 26: Garden of Gethsemane). In
addition to the Twelve there were the Seventy-two (Luke 10:1). What would Jesus’
ministry have been like without these teams—without structure?
Even at the personal level, down to the folding of his grave clothes, Jesus was
orderly (John 20:7). Jesus demonstrated with his life and ministry that he believed in
order. It is part of who He is; not just something that He does.
Early Church: Acts 6
Another example of structure in the New Testament comes from Acts 6. The
whole book of Acts was dedicated to chronicling the development of the early church. In
Acts 1:12-26 the process of how a new apostle was chosen to replace Judas (the disciple
who betrayed Jesus and then hung himself) was revealed. Peter led the way in drawing a
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connection between Psalm 109:8 and quoted this Psalm as the authority by which the
apostles were to replace Judas (see Acts 1:16, 20). The language is very strong in verse
21, “Therefore it is necessary to choose one of the men who have been with us the whole
time.” For some reason, the twelve that Jesus had established felt a need to keep their
number intact; they saw this as their scriptural responsibility.
Not only did the apostles remain as a unit of twelve, they also began to better
define what their role was in the church as apostles. In Acts 6, the Bible recorded that the
“number of disciples was increasing” (v. 1). Next a fight broke out among the Grecian
and Hebraic Jews. The Grecian Jews felt that their widows were being overlooked when
it came time to distribute the food. Acts 6:2-3 recorded, “So the Twelve gathered all the
disciples together and said, ‘It would not be right for us to neglect the ministry of the word
of God in order to wait on tables. Brothers, choose seven men from among you who are
known to be full of the Spirit of wisdom. We will turn this responsibility over to them and
give our attention to prayer and the ministry of the word.’”
Up until this time, the Twelve were responsible for everything (preaching/teaching
and caring for the basic needs of the people). However, this was becoming too much. So,
they better organized themselves and put a structure in place to have spiritually minded
men oversee the food so that they could remain focused on what they were called to do.
This was the beginning of the role of the deacon in the church. The organization of a new
“office” or “ministry” in the church was what enabled the apostles to do what they were
called to do. It was not coincidental that they “created” a new ministry position to meet a
new need. This was also the beginning of the organization of the idea of spiritual gifts in
the New Testament.
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There is a fair amount of literature being published on the idea of organic church.
The idea is that the NT church was organic as opposed to “institutional.” There are
elements of truth here. Church hierarchy and organized religion do have the potential to
feel more formal, but that does not mean that structure is non-biblical (Carins, 2009;
Viola, 2012). At one point, Carins comments, “The church is simultaneously an eternal,
invisible, biblical organism” and a “temporal, historical, visible, human, institutional
organization [emphasis in the original]” (p. 79). This is best seen through Acts 6 and Act
15 where the early church was organic and led by the Spirit, and it was also choosing
deacons and holding councils to better organize and structure itself.
Youth Directors must be led by the Holy Spirit to recruit leaders to serve. This is
not optional or just lip service. The Spirit was essential to the shaping of the early church
and is still vital to shaping any structure–in this case, youth ministries. The church is
God’s church. Youth ministry is meant to minister to God’s young people. Structure is
designed to facilitate this. Trying to do youth ministry without structure is like putting a
screen door on a submarine and hoping it will keep the water out.

Spiritual Gifts
As the church continued to get a clearer picture of what they were supposed to do,
God also revealed another role that the Holy Spirit would play through the manifestation
of spiritual gifts in the church. Romans 12:3 states, each person/member in the church has
been given a “measure of faith.” The chapter then goes on to talk about spiritual gifts.
The implication is that God gave gifts to everyone in the church for the purpose of
building up the body. The basic principle of spiritual gifts is that each person has been
given a gift and that they should use the gift in ministry. The Bible has four main sections
27

that expand and explain the purpose of spiritual gifts (Rom 12:3-8; 1 Cor 12, Eph 4:7, 1113; 1 Pet 4:10-12).
One of the key principles that emerge from out of the theology of spiritual gifts is
that everyone is called to serve. First Peter 4:10 states, “Each one should use whatever
gift he has received to serve others.” All Christians are called to serve—no exceptions.
And each person is gifted differently. Furthermore, each person will find fulfillment only
in proportion to using his or her gift. Dick and Miller (2011) write, “The gifts of the Spirit
provide the foundation for who we are as the body of Christ in Christian community and
in the world” (p. 21).
The application of this principle is that God has gifted certain people with the gifts
necessary to be effective in youth ministry. These individuals that God has chosen will
feel fulfilled only to the extent that they are involved in ministry. God has leaders that He
has been preparing to take up their place as youth leaders at all different levels. Some will
be local church youth leaders. Some will be ready and have other gifts to oversee youth
ministries in several churches. Other leaders will be gifted and able to oversee youth
ministries in larger geographical regions. The belief is that God is working to build up His
army of young people through committed adults, and even young people, serving as
volunteers. The role of conference youth leadership is to pray for God’s help to find the
right leaders—those that are waiting to discover their calling and purpose in life through
active ministry for young people. Spiritual gifts empower and enable people to carry out
God’s purposes and fulfill the calling He has for them.
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First Church Council: Acts 15
Another New Testament model of structure is in Acts 15 where the church
formally assembled to discuss important matters that had the potential to divide or unite.
The issue was how did Judaism fit into the picture? Did Christians have to become Jews
first? Did the new converts have to be circumcised or not to be accepted by the believers
and God? Circumcision was the sign before, was it still? The leaders gathered in
Jerusalem (even the opposition party—the Pharisees—were invited) for this discussion
(Acts 15:5). Earlier, in verse 2, the church in Antioch appointed Paul, Barnabas, and some
others to go specifically to Jerusalem to settle this, which they did. In verse 6, the Bible
stated that some elders and apostles met to consider the matter at hand. Finally, in verse
22, the decision was then sent back to Antioch, along with Paul and Barnabas (and some
of the council’s own men). When they arrived in Antioch they gathered the church
together, read the letter, and the church moved forward together (vv. 30-35).
This is a great example of how structure works. There were church leaders (the
people in Antioch). There were traveling preachers (Paul/Barnabas). There was a council
(led by the apostles/elders). There was an organized system in place for settling disputes
and keeping the church unified as well as focused. And the entire discussion is seasoned
with stories of how God’s Spirit was at work. Without this structure or centralized
location to settle matters and maintain focus, and the guidance of the Holy Spirit, the early
church would probably have not survived. Structures, and being led by the Holy Spirit,
once again provide stability, strength, and order.
There needs to be an organized structure in youth ministry that oversees the big
picture of how youth ministry functions and interrelates to ministries within youth
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ministries as well as in the overall picture of where the local church and conference are
headed. And there needs to be a clear path where a leader in a local church can
communicate concerns/needs to the conference. This is the role of the Youth Ministries
Department in Florida.
Priesthood of All Believers
Another New Testament example is the priesthood of all believers. All believers
become a part of the priesthood in the New Testament (1 Pet 2:9). God’s team of people
promoting His kingdom grows exponentially by opening to all that which was previously
exclusive to a few. He was and is intently preparing and searching for leaders to take on
new roles. Being involved in ministry is not for a few talented people, or appointed
priests (pastors); it is expected of everyone who believes. It is an expression of said
belief. And in this new paradigm, the role of the pastor is adapted as well.
Paul wrote that pastors are called to equip the members, “to prepare God’s people
for works of service” (Eph 4:12). The pastor’s responsibility is to prepare believers to be
involved and serve. This also could apply to a conference Youth Director in that one of
their roles is to recruit and train volunteers to serve young people in the local church. As
the Youth Director trains these leaders they then in turn train the local church leaders, and
the local church youth leaders train the youth. This is part of how the structure is designed
to develop leaders. The structure is the very means to accomplish this purpose.
Paul: Order
Perhaps Paul made the clearest call for order in the early Christian church by
declaring, “God is not a God of disorder” (2 Cor 14:33). He ended the chapter by stating,
“Everything should be done in a fitting and orderly way” (v. 40). Nichols (1957) writes,
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“God is not a being who either has in Himself or produces disorder, disunion, discord, or
confusion" (pp. 792-793). In fact, the Greek words used in 1 Corinthians 14:40 (kata
taxin) mean “according to rank” or “according to arrangement.” Nichols further explains,
“The expression was employed as a military term denoting regularity and order with
which an army is drawn up in ranks in an orderly array” (p. 794). Paul used this term to
communicate an important truth; God expects order because it is an expression of who He
is. God is honored in order.
While it is true that the immediate context in which Paul used this language of
order is worship, it is equally true that the principle originates in the person of God, not
just in the principle of worship. God is a God of order. It is who He is. It is not just
something He does. Therefore, by extension, believers should conduct themselves in an
orderly way to organize for ministry and be a reflection of who God is.
In summary, in the New Testament, the Spirit played a lead role in guiding Jesus
and then His followers in organizing and structuring to fulfill the mission to all nations.
The conference Youth Director that applies principles from these passages will be well on
their way to developing a structure to strengthen youth ministry for their context.

Summary
Over and over again in the Bible evidence is found to support the scriptural
rationale for having structure and hermeneutics makes this applicable to youth ministry.
From the Creation story to the re-creation that is foretold in Revelation, God is a God of
order. In both the Old and the New Testaments, the reader of the sacred Scriptures gets
the idea clearly that God wants order.
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Youth ministry in the Florida Conference is in desperate need of structure and
organization. Without it there is no way to establish communication lines between the
conference and the local churches. Without structure, there is no organized way to reduce
the distance/gap that exists between these two. Without structure, there is no shared
language or vision to spark a focused ministry that unites teens all across the state.
Without structure, youth leaders serve in little islands of independence, struggling to
survive.
But there is hope. By turning to the Bible for principles, a youth director can
develop a biblically sound structure can change the way youth ministry is done at the
conference level. God is a God of order and has revealed the keys to recruiting,
organizing, and empowering a team to help grow an army of young people. Structure can
open pathways of communication and connection. God can use structure to stabilize and
strengthen youth ministry. God can use structure to help create the system by which
adults can use their God given gifts to advance His Kingdom and become the modern-day
hands and feet of Jesus breathing new life into churches and youth ministry. Structure is a
means to an end, not an end in and of itself. Structure alone will not solve all the
challenges and problems of doing conference wide youth ministry. However, developing
a structure can put systems in place to strengthen youth ministry in the Florida
Conference.
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CHAPTER 3
LITERATURE REVIEW
Introduction
Youth ministry in Seventh-day Adventism, at the local church level, needs help.
Often volunteer youth leaders are nominated and then left all alone to take on the immense
challenges that come from working with teens. Their hearts are right, they love kids and
love God, but many times these leaders abandon these roles after a year because they feel
so inadequate, unappreciated, and on their own. This leaves young people without the
consistent adult involvement and input that they need. Year after year, youth leader after
youth leader, the cycle continues. What will it take to turn this trend around? What if
youth leaders had better support? What structure could a conference develop to strengthen
youth ministry? The purpose of this chapter is to glean from current literature insights
into how to develop a conference wide structure to strengthen youth ministry in Florida
Conference by focusing on four areas: vision, change, function, and volunteers.
Vision
Vision is typically understood as looking forward. And yet, at times, the best way
to get a clear view of the future is by remembering where one has come from. The intent
of this section is to review the original vision for Seventh-day Adventist Youth Ministry,
share how that vision has largely been lost, see how prayer can lead to a renewed vision,
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understand how vision drives mission and increases clarity, and then underscore the need
to articulate this new vision over and over again.
Looking Back at Early Adventist Youth Ministry
Youth ministry in the Seventh-day Adventist church has changed a lot over the
years since it first began in Hazelton, Michigan, at the Warren’s home in 1879, where
Harry Fenner and Luther Warren organized their first meeting with boys only in
attendance (General Conference, 2005). They began with the expressed goal of helping
their “young friends experience spiritual birth or revival” and were fueled by a “passion
for evangelism” (Holbrook, 2005, p. 2). They were intentionally ministering to other
young people and saw themselves as vital to reaching their generation; so much so that the
aim for Adventist Youth states, “To all the world in this generation.”
This peer focused ministry, initiated by young people, developed into what became
known as Adventist Youth Society (AYS); later it became just AY. During its prime,
AYS was where young people got involved, led out in ministry, had an active voice,
learned leadership skills, actively participated in advancing the work of God, and were
intentional about reaching their peers. Young people were creating ministries for other
young people and doing ministry with other young people. And it was working. But this
vision would not endure the changing times.
Vision Lost
Holbrook explains that in the 1950s-1960s in the US, society changed dramatically
due to materialism and how people viewed free time and vacations. This set into motion a
decline in AY attendance by young people so much so that it “increasingly became little
more than Sabbath afternoon filler; a way of assuring that the Sabbath hours ‘not be
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broken’” (Holbrook, 2005, pp. 57-58). As a result, most Adventist churches today no
longer have an AY Program. Tutsch concludes that AY was dying in America (as cited in
Holbrook, 2005). What started out so well was fading away in its effectiveness and young
people had lost a significant role in church life, in leadership, and were no longer
challenged to reach out to their peers.
Currently, in most churches, youth no longer have a weekly service that they are in
charge of coordinating and creating or even using as an outreach tool to invite their friends
to. This leaves youth Sabbath School as the main, if not the only activity for young
people. And this is mostly adult led and initiated. Local church youth ministry is
becoming more and more anemic and desperate to attract teens. The original vision is
absent. Tutsch concludes, “Systematic organization of youth, for the purpose of working
for the lost, is largely missing from Adventist youth ministries” (as cited in Holbrook,
2005, p. 117).
The modern-day vision for youth ministry has left young people in a spectator role
more than a participator or contributor role, and has followed the cultural trend to raise a
generation of teens with low expectations (Harris & Harris, 2008). What began as a
strong fervor led by young people to reach their peers has steadily shifted to be more
entertainment focused, adult led, and increasingly adult initiated. Furthermore, Clark,
Dean and Rahn (1997) explain how youth ministers have owned up and “recognize that
building a youth ministry around charismatic personalities and fun programming is
inadequate to accomplish what is really important” (p. 298). In many ways, the critics of
youth ministry are right. Youth ministry has failed. The original vision has been lost.
Youth ministry needs a new vision.
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Vision: Prayer—Renewing the Vision
A conference Youth Director needs to spend time in prayer asking God for a fresh
vision for youth ministry. According to Stanley (1999), “Vision often begins with the
inability to accept things the way they are. Over time that dissatisfaction matures into a
clear picture of what could be” (p. 17). Surprisingly enough, one of the necessary first
steps to birth a new vision is to be dissatisfied with the current situation! As a Youth
Director begins working in a conference, an evaluation of the current situation helps to
define the reality. Engaging others, church leaders and conference personnel, in
conversation will help get an accurate picture of how things are. Then, the leader begins to
dream about what could be. It is up to the conference youth director to seek God, get
counsel from conference administration, engage other volunteer leaders in youth ministry,
and then seek God again, asking for a fresh vision determine the direction for youth
ministry in the conference.
Prayer is critical to getting a renewed vision (Stanley, 1999). This is because it
connects the current situation with what God has in mind. It bridges the gap from what is
to what could be. Prayer helps the leader to slow down and lean in to hear what God has
to say. This is intentional prayer—asking God to give a fresh vision for the task at hand.
The leader prays and waits for God to speak or impress. There is no set time frame.
However, once God does seem to be indicating a direction, it can and should be tested
with the others—other leaders and administration—who are also seeking a vision from
God. When these visions are in harmony, this can be taken as a sign that God is in the
vision. Prayer helps the youth director lead the team of other leaders and administrators to
bring into focus what that future might look like and then work together to put the vision
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into action with their team.
In this process of praying to God, there usually comes a time in a leader’s life
when the vision is big enough to make the leader wonder how it will ever get
accomplished. This is when it is good to remember what Stanley (1999) claims, “What
God originates, He orchestrates,” and “How is never a problem for God. It is usually a big
problem for us. But how is God’s specialty” (p. 56). This is important to sustain one’s
confidence in the vision that God has given—it is His vision for His young people. Prayer
helps keep this in focus. Stanley added, “If you feel overwhelmed, remember, you are
invited to tap into the inexhaustible resources of God. He is not expecting you to come up
with everything that is needed to accomplish the vision he has birthed in you” (p. 61).
This renewed vision is born in the crucible of prayer time with God and in
consultation with other spiritually minded team members. As leaders seek God for
wisdom, they trust that He will speak to them. There is no set timeline for how long this
takes; it lasts until God speaks and makes clear His will and it is tested with the other team
members. Barna (2003) states that vision is, “a clear mental picture of a preferable future
imparted by God” (p. 28). God wants to give a vision to His leaders. Prayer for vision is
about getting clarity on direction to move forward in confidence toward the plan God
gives to the leaders.
Vision: Mission and Clarity
Another aspect of vision is that it drives mission and brings clarity. It is almost
like seeing the future before it happens (Stanley, 1999), and then working towards creating
that reality. This clear picture of the future helps focus and motivate the youth director
and others to take action to achieve it. The vision points everyone in a unified direction
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with a common purpose and goals. It serves as the map and makes decision making less
difficult. The vision becomes the standard by which decisions are made. Without having
a clear vision of youth ministry, it is easy to be distracted by the latest idea or method to
make youth ministry attractive to young people. Youth ministry becomes more fadfocused than mission-focused. In contrast, when a leader is clear about the vision and
mission of why youth ministry exists, it helps to keep the ministry on task and pointed in
the right direction to fulfill the vision. When vision is used as a metric, it becomes easier
to determine if something should be a “Yes” or a “No” when ideas are weighed against the
vision God has given. Thus, the vision drives the mission.
Articulating Vision
To take a vision to the next level, it must be put into words. This is what makes it
possible to share it and communicate it with others (Simon, 2009). Words give vision life.
The words that are chosen to articulate the vision should help others to grasp and share it
easily. It is a tedious task to find just the right words to articulate it. Hybels (2008) says,
“The very best leaders I know wrestle with words until they are able to communicate their
big ideas in a way that captures the imagination, catalyzes action, and lifts spirits” (p. 17).
Chosen prayerfully and reflectively, the right words have the power to impress ideas
indelibly on people’s minds and emotions and motivate them to action.
Even after the vision is shared, it must still be communicated over and over again.
Hybels (2008) claimed, “Vision leaks” (p. 52). And additionally, “People in our churches
have real lives … they have challenging jobs, children to raise, lawns to mow, and bills to
pay” (p. 52). Because there is competition for everyone’s focus and attention, and they
have lives beyond their church involvement, the vision has to be kept before the team all
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the time. Otherwise people tend to forget the reasons why they are doing what they are
doing. Sharing the vision is not a “one and done” deal. It must be communicated
constantly (Stanley, 1999).
A leader must creatively and relentlessly repeat the vision so that it sticks and stays
fresh in the minds of those they lead. The pressures of daily life can drain the vision of a
preferable future quickly and this must be thwarted through consistent reminders. Many
times, leaders may have a good vision, but never accomplish that vision because they are
not communicating it clearly and repeatedly.
Toward a Vision for Youth Ministry
A first step in developing a structure for youth ministry is to seek God and ask for
a vision. One way to do this is to study the history of Adventist youth ministry and revisit
what the original vision was. Then with a team of leaders in the conference seek God for
a renewed vision for our time—a vision that will drive mission and bring clarity. And
lastly, share the vision repeatedly. This will provide a wise and solid foundation to forge a
structure to strengthen youth ministry in Florida Conference. The next step will be to help
navigate through the season of change that a renewed vision is sure to bring.
Change
Change is possible, but it is not easy. It is hard enough to create change in one’s
own life, let alone an entire conference. When it comes to conference wide youth
ministry, a Youth Director can look at the undeniable fact that something needs to be done
and yet change nothing. Often this occurs not because of a lack of desire. Rather it is
because of a limitation on energy and resources. The director feels swamped with other
urgent matters in the department, and so building a structure gets put in the “I’ll do it
39

later” file and the focus stays on other pressing matters. That is until, ironically enough,
something changes. Fullan (2010) points out, “No real change occurs without a crisis” (p.
x). And this is where youth ministry is right now: very busy and about to be interrupted
by a crisis. The alarming statistics have been shared, committees have gathered to agree
that there is a problem—a serious problem. We are losing our young people. Something
must be done! But hardly anyone is really doing anything about it.
What will it take to create change? Only an action plan that is comprehensive and
systemic will create the needed change in a conference. But that takes time; and most
youth directors will move on before they find the time to implement real change in a
conference. It will require doing things differently. It will take collaborative effort.
Fullan asks, “‘Are we serious enough to work together?’” (p. xii). This would be the
ideal—to have an entire conference reorganize itself to focus on its young people and to
have this embraced by all the departments. And in the meantime, the bigger and more
practical question is, “Are we ready to at least do something?”
If youth ministry is going to change, a conference youth director will need to build
on the vision inspired by God and have a basic understanding of some of the dynamics of
change. For example, does the youth director know: what causes resistance to change,
what are the common errors in change management, what are the keys of success in this
endeavor, what is the importance of relationships in change, what are some consequences
that come with change, what is the process of how change happens, and how to create a
culture where change is accepted—and, in the bigger strategic picture, how to get the
administration to buy in to the changes? It is time to consider each of these dynamics.
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Resistance to Change
Resistance to change should be expected. It is a normal part of change. There are
several reasons for this. Most people are comfortable and feel safe within their comfort
zones. People tend to prefer to keep things the way they are—even when it is not
working. The temptation is to maintain the status quo. This is an enemy of change.
Whenever an institution desires to implement change in their organization, it is
likely to be met with resistance because people tend to be content with life the way it is
(Zonne, 2009). Most people think change is a good idea until they actually have to start
changing. It can be painful. And most people prefer to avoid pain; at least until it is more
painful to avoid it than do something about it. People will need to realize that if they want
a different result, they will need to start doing some things in new ways. And that can be
uncomfortable. Pain and discomfort are often a part of change.
Another reason people resist change is because of human nature. Humans are
wired for status quo, even when they realize that there is a problem and admit that what is
being done is not working. Until the crisis feels big enough to generate a response and
action, little change occurs. And once motivated to change, one must think carefully
about the implications of the changes being suggested. Change always creates more
change. And this is unsettling to those that are content to keep the status quo.
To combat resistance to change, the conference youth director will need to coach
and encourage those he or she is leading to be open to change. Awareness and
anticipation of resistance necessitates a plan to relieve people’s fears and point them back
to the vision that explains the reasons why these changes are so necessary. This helps
everyone keep in focus what is at stake if things do not change. In addition, emphasizing
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the positive results that can come from change can create a desire to change and minimize
the sense of loss that change can stimulate. Pastors and members tend to want things to
stay the same, and any change can upset this balance. Fullan (2010) explains, “Leadership
is difficult in a culture of change because disequilibrium is common” (p. 6). And by
nature most people want to stay in a state of equilibrium. The youth director’s job is to
help people see the change as an improvement over their current situation and to see what
is at stake if they do not change.
Importance of Relationships
The relationships that are forged in the change process are very important and
often are a key to reducing resistance. In the area of relationships in the midst of change,
Fullan surpasses Kotter (1996), who presents what appeared to be an airtight list of change
factors. But Fullan (2001) reminds the reader that leadership is about relationships and
leaders that lead out in change must have solid relationships. He states, “The single factor
common to every successful change initiative is that relationships improve. If
relationships improve, things get better” (p. 5). The leader cannot afford to focus so much
on structure or change that they neglect to invest in the very relationships that will make
the structure work. Fullan shows that relationships are crucial.
The conference youth director will need to build relationships with different
groups. Fullan (2001) comments, “Leaders must be consummate relationship builders
with diverse people and groups” (p. 5). The conference administration, the ministerial
department, the pastoral team, the volunteer team that is recruited, and then local church
youth leaders are all important relationships that need to be created and nurtured. The
team of volunteer leaders that the youth director will work with directly is the most
42

important group. This is the team that will be an extension of the youth director
throughout the conference and help implant the vision and navigate change. If these
relationships are not strong and growing, then the only likely change will be to hire a new
youth director.
Common Errors
There are many common errors possible as an organization makes the effort to
change. One of the most serious errors is not being able to distinguish between
complacency and urgency. Kotter (1996) writes, “By far the biggest mistake people make
when trying to change organizations is to plunge ahead without establishing a high enough
sense of urgency—this error is fatal because transformations always fail to achieve their
objectives when complacency levels are high” (p. 4). The biggest mistake is to not help
people recognize the need for change—the very thing people resist! Even though some
will be motivated to change because they desire improvement, many need external
motivators to be so inspired. Creating this sense of urgency is a key to getting
momentum. As the urgency increases, then the bent towards complacency decreases.
When something does not seem urgent it is not given much attention. In any
organization/ministry one of a leader’s main tasks is to paint a clear picture that something
must be done now! This is vital to getting traction towards change. And yet here is where
many fail in implementing change—they do not generate the sense that something must be
done now.
Another error is not creating a “powerful guiding coalition” (Kotter, 1996, p. 16).
A wise leader will not act alone. The call to change will not come from a lone voice. If it
does it will have a seriously reduced rate of success. There needs to be a team; a group of
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individuals that will support the leader and add their voices to the cry for change. When
there is a group saying the same thing, it is different than just one person. It arrests
people’s attention in a very different way. Ideally this would be the same core group of
individuals that have embraced the vision and see the urgent need for change. Not
forming this coalition can end in catastrophe. A team is always stronger than one.
Another common error leaders make in creating change is to not get any wins
under their belt right away (Kotter, 1996). People like to see progress. It is important to
establish some wins early on that show the vision and the new direction are actually
making a difference. Those who are “early adopters” will benefit by this especially, and it
may be that different leaders are piloting different aspects of the changes based on their
readiness levels. The goal here is to observe that things are actually improving; there is
progress towards the goal. It creates a sense of “this is going to work.” If a leader cannot
find ways to establish some wins early on, it will take longer for people to buy in and join
the movement. The focus should not be so centralized on strategies that nothing is
implemented or visibly different. To create momentum towards change things have to
actually start to change.
Not all errors can be avoided, but they can be reduced. Knowing and learning
from the mistakes others have made can minimize the mistakes one makes for one’s self.
Creating a sense of urgency, building a team to work with, making relationships a priority,
and getting some early wins helps build momentum. There is too much at stake in youth
ministry to not research and prayerfully study how change works and what some of the
errors are that others have made so as to avoid making similar mistakes.
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Keys to Success
There are several keys to success in bringing about change. When done well, the
odds of good change happening are increased. Some of the keys may include: finding out
where youth ministry is working, how is it adapting to society, and asking for input from
the young people (Powell, Mulder, & Griffin, 2016).
Going on a search for where youth ministry is already working well and looking
for patterns helps identify what makes youth ministry successful. Then the odds are
increased to be able to reproduce a similar level of success again in a different church
setting. There is a lot to be learned from others and it saves time from having to make the
same mistakes one’s self. It will take fine tuning and adjustments along the way because
each church is not the same, but thankfully there are some basic principles that tend to be
effective universally. It is also helpful to analyze how those churches have adjusted their
approach to youth ministry based on how society has changed over the decades. What
worked in the 1970s has probably lost its effectiveness in modern times.
Still another key will be to involve the young people themselves in the process.
Many times leaders talk about young people and neglect talking with young people. Many
times, some of the best ideas come from the kids themselves. They are in tune with what
they want and with what will work. Involving young people will also create a sense of
ownership for them. This is also a time when they are ready to assume more and more
leadership roles. It is not just a plan that the pastor, youth leader or church is creating. It
is their plan to change the way the church ministers to them. This is not about giving
young people everything they want. Adults are still involved in the process and let their
life experience and wisdom enhance the final plans for how to move forward.
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When these keys are followed, the Youth Director is much more likely to succeed
in bringing about good change. He or she can search to find where youth ministry is
working well and ask: What can we learn? What can be duplicated? Additionally, what
input can be gathered from the young people themselves so that they can have influence
and ownership in this process of change? If these questions can be answered and this
process followed, success will likely come.
Consequences
Leaders must know that change always brings consequences. When one initiates
good change there is a better chance of accomplishing the vision. Wilson (2004) writes,
“There are consequences either way, you know—if you act, and if you fail to act” (p. 26).
A leader may be tempted to not change, but must also remember that not changing still has
consequences. Wilson declared, “In most churches it’s past time to initiate change.
There’s nothing to be gained by waiting longer to get started. Things will not get better by
themselves, you know. Not without someone like you diving in and initiating change” (p.
20). This is one of the roles of the youth director—to initiate change that leads to
fulfilling the vision.
And yet change has to be done wisely to minimize the negative consequences that
can come with change. Wilson comments, “Realize not everyone can tolerate the same
amount of change—or risk” (p. 31). Everyone has a different tolerance for change and
leaders must be sensitive to this. And yet, change is necessary to get different results.
Prayerfully moving towards change and helping others see the need and benefit are crucial
achieving the vision.
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Creating a New Culture
To create lasting change, changes must be made at the level of culture—how and
why people act the way they do. Positive change does not just happen automatically. The
youth director will need to set in motion a plan of implementation for change that will
start working with key leaders to address what needs to be changed in order to deal with a
culture of change. The beginning of designing this new structure is to develop a culture of
change. Fullan (2010) writes, “New approaches are seldom anchored in the organization’s
culture by people who have been taught to think in terms of formal structure, not culture”
(p. 29). People are creatures of habit. Clearly, it is not just about changing an
organizational structure. Part of the change process is to bring about a culture change.
Simon (2009) states, “Change the culture by giving everyone something they could
believe in” (p. 85). And, he added, part of developing this culture means that people “had
to want to win for themselves” (p. 87). It is not enough to understand the vision of the
leader. Change must be something people embrace they desire for themselves for it to
really take hold.
Decision making in the new culture will need revision. One of the tasks for the
youth director must address is how to empower the team of volunteers to make decisions
in the new structure. According to Ashkenas, Ulrich, Jick, and Kerr (2002),
Whoever can contribute value—whether he or she is a production worker, middle
manager, specialist, vendor, customer, or senior executive—needs to be encouraged to
collaborate with others and make things happen, without waiting for some central
authority to give permission (p. xv).
They continue,
The old questions of status, role, organizational level, functional affiliation, and
geographic location, all the traditional boundaries that we have used for years to define
and control the way we work, are much less relevant than getting the best people
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possible to work together effectively (p. xv).
Choosing to empower volunteers to make decisions in this fashion will mean a
new way of working together. The youth director will need to place a greater emphasis on
recruiting and training leaders to partner with. This team of leaders will need to have
freedoms and liberties that many volunteers have never experienced in the past either in
their workplace or in ministry in the church. They will need to be free to make decisions
in real time. Ashkenas et al. (2002) continue, “it means transferring decision-making
authority away from executives and out to frontline workers” (p. xvi). In the new world of
change, everything has changed. And to be effective and get different results, changes
must be made. Volunteers in ministry will need to be trusted and empowered to let the
Spirit lead them. This is so much more than a business model of letting people lead
themselves and exercise authority. This is entrusting volunteers to lead as they are led by
God.
Even though the rules have changed in this new modern frontier, “The idea is not
to have … no boundaries—that would be disorganization” (Ashkenas et al., 2002, p. xix).
The authors explained, “Boundaries keep things focused and distinct. Without them,
organizations would be disorganized” (2002, p. 3). They also claim, “Making a
boundaryless organization does not require a free-for-all removal of all boundaries …
Instead, we are talking about making boundaries more permeable …flexible, moveable
membranes in a living and adapting organism” (2002, p. 3). So, in this new culture it is
not about having no boundaries, it is about making them more adaptable to go with the
ebb and flow of ministry. It is a combination of trusting volunteers to make decisions that
will be in the best interest of the organization because they were a part of forming the
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shared vision and values in the first place and also providing ongoing training to keep the
team on the same page philosophically.
How to Create Change
Heath and Heath (2010) provide an example of how to bring about change as they
introduced a concept called solutions focused therapy (pp. 34-35). The basic idea is that
most therapy focuses on the problem and goes into one’s past; however, solutions-focused
therapy helps the individual to focus on solutions. Another way to think of this is to ask,
“What’s working right now?” as opposed to “What’s broken, and how do we fit it?” (p.
45). This is a fundamental shift from looking at the problem to focusing on the solution
that keeps the team on target.
Another way to implement change is to keep two core beliefs in front of the
people: (a) a belief that change can actually happen and that (b) change must be system
wide. When the leader the youth director is working with has a sense that real change is
possible, this is the beginning of building momentum. When the leader understands the
systemic issues that have helped create the problem in the first place a sense of hope
develops along with interest in possible new systems. This can replace the
discouragement brought on by working in the broken systems of the past and facilitate
motivation toward achieving the desired changes.
The beauty is in the simplicity. Heath and Heath (2010) point out, “any normal
person … would have craved an intensive, complex solution to match the intensive,
complex problem” (p. 45). The authors went on to state, “To ask the question ‘What’s
working, and how can we do more of it?’ sounds simple, doesn’t it? Yet, in the real world,
this obvious question is almost never asked. Instead, the question we ask is more problem
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focused: What’s broken, and how do we fix it?” (p. 45).
In a ministry context, one should ask, where is the “x” ministry going well?
Investigate. Ask questions. Search for answers. Identify why it is working, and what
makes it work? Is it an anomaly? Is what is happening reproducible? (Heath & Heath,
2010). Then take what was learned and see how other leaders could learn and do the same
things in other contexts. The aim is to find the bright spots—where things are working
well—and then help others do the same thing in other areas to improve their ministry as
well. Following this change in perspective and investigation allows for flexibility and
innovation to flourish in the conference and can be shared in real time to help youth
ministry improve around the state. Complimenting these ideas is the book Growing
Young by Powell, Mulder and Griffin, that studies churches all across the United States
and distills six principles that help churches see what is working well in reaching young
people and how the same principles can be applied in new contexts.
In studying change and the process of bringing change about, one gets this sense
that a lot will have to change to really make a lasting change in the culture of youth
ministry. I do not get the sense that Florida Conference has been ready, really ready, to
make that change. Fullan (2010), after spending a lifetime trying to bring about change in
the school system concludes, “Real change is possible but only by taking a truly
systematic approach. No single quick fixes” (p. vii). The same is true in the church.
Unfortunately, most want a quick fix. They do not want a systemic overhaul. This calls
for a commitment to a long-term plan that calls for much more than simply putting a patch
on the problem. This process calls for perseverance, intentionality, collaboration and
patience to celebrate change even if it is only incremental.
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As the youth director better understands change and is aware of the natural
resistance to change, focuses on building and nurturing relationships, avoids common
errors in implementing change, studies to discover and implement the keys to success,
sees the consequences, is creating a culture of change, embraces how change happens and
the need for systemic change, then the odds are increased for creating positive change and
building a solid structure to strengthen youth ministry.
Function
In a structure, everything has a function. Buildings have a foundation to support a
frame which supports the roof that keeps the house protected. The human body has a
skeletal structure that supports all the other numerous body systems to make coordinated
movement and life possible. The purpose of this section is to explore the function of a
conference youth director and how putting into practice some of the strategies previously
mentioned could strengthen youth ministry in Florida Conference.
The Role of Youth Director
The question could be asked, “At the conference level what is the function of a
conference Youth Director?” The Seventh-day Adventist Church Manual (General
Conference, 1990, p. 38) describes the conference departments as overseeing ministries
that happen in churches. Tyner (2000) expresses that one of the roles of the conference
youth director is to empower local youth ministry by, “Recruiting lay people and training
them in the foundations and strategies of youth ministry in the local church” (p. 66). And,
in the Conference Youth Director’s Manual (General Conference, 1993), it states, “Our
function differs from that of other organizations in that we are not the youth pastors; we
are to assist the local pastors in their ministry to the youth” and “we are called to train and
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help local lay leaders discover ways and means to help the youth of their churches and to
assume responsibility for their youth” (p. 2). Tutsch concurs,
Central organization of youth work could have produced lasting benefits … by
providing a structure, educating and training youth and their leaders for evangelism,
providing relevant and practical resources, and keeping youth groups aware of the
soul-winning activities carried out in many areas (as cited in Holbrook, p. 116).
This reveals what the main function of a conference youth director should be—the one
who assists and trains youth leaders and pastors to know how to best work with and for
their young people. But often it is not what is practiced.
Typically, a Youth Director is responsible for the existing youth ministries in a
conference. This varies across North America, but usually the directors are in charge of
Adventurers, Pathfinders, Summer Camp, Youth, Young Adult, Public Campus
(College/University) Ministries, and sometimes even more. Very often, most of their
attention is given to Pathfinders and summer camp ministry. Historically, it is difficult to
be a successful director if one fails in these two areas. However, the youth director cannot
ignore Adventurer ministry and an event or two for teens (Bible camp, high school retreat,
mission trip or ski trip). And if the director has any time left, some attention is given to
young adults, or public campus ministry. The allotment of time often is determined by the
director’s interests or passions. Additionally, the directors are supposed to keep their
personal, spiritual, and family life in balance and healthy as well.
In most conferences the conference youth director role is reduced to being an
administrator and event planner with a very full plate which leaves little time, or energy,
to even think about creating a structure to strengthen youth ministry and implementing
plans that actually shape local church youth ministry. This creates a gap between what
should be and what is. Many times conference youth directors are stuck in this cycle and
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are not fulfilling their function—to develop leaders and a structure to actually accomplish
their real role. This is the greatest need.

Restored Function
It is time to restore the main function of a conference youth director—to recruit
and train adult volunteers to help local church youth leaders and pastors with the end goal
of strengthening local church youth ministry. To accomplish this something will have to
change. Several current functions of the youth director would need to be reframed: (a)
conference administration would need to agree to this new frame as the primary function;
(b) A fundamental shift away from programming to people development and training
would need to be embraced; (c) Capable lay volunteers would be needed to be in charge of
more events with less conference leadership; (d) Some events may need to be cancelled;
(e) The conference youth director would need to re-organize their weekly work schedule
to prioritize developing leaders; (f) A group of pastors, youth pastors, and key lay leaders
would need to be assembled to serve as an advisory; (g) A structure would need to be
designed and implemented for recruiting volunteers; (h) Training for those leaders would
need to happen; (i) These trained leaders would need resources to share with local church
youth leaders; (j) This team of leaders would be assigned and deployed to go visit and
consult with local church youth leaders and pastors to provide encouragement, ideas,
resources, training and support; and (k) The team of leaders would report to the youth
director who the local church youth leaders are, their contact info, their needs, and work
together to best serve each local congregation.
The conference youth director needs to take the lead in developing the people and
the structure to strengthen youth ministry. Just as an architect or engineer is paid to design
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a structure that will support whatever it is that it is intended to carry and ultimately may
even be a matter of life or death (Gordon, 2003, p. 99), so in youth ministries, the
structures put in place to sustain it are either strengthening it or sucking the life out of it.
Youth directors are the new engineers of our times and need to focus on two areas:
architecture and atmosphere to help develop structures in youth ministry (DeVries, 2008).
Within the Adventist system, when conference administration creates space for the youth
director to realign their role with the primary focus of developing leaders, culture change
can happen and the vision for youth ministry can be a reality. But currently this goes
against the status quo of running summer camp, keeping Pathfinder ministry growing and
token appearances in churches. The real solutions for youth ministry are systemic, not
superficial (p. 17). It’s not about hiring a new director or trying the latest ministry fad.
DeVries brilliantly presents a case for creating a sustainable youth ministry and not just a
quick fix. He even claims, “Building a sustainable, thriving youth ministry is not only
possible, it’s actually predictable” (p. 11). This should offer hope for any youth ministry.
DeVries continues, “Effective youth ministry happens when a very consistent set of
factors is put in place” (p. 19). The role of the conference youth director is to put these
factors in place. With the support of administration, the youth director can lead the
conference in creating a culture where churches are expected to do their best to reach and
retain young people; where pastors are held accountable to achieve this, and members are
clear that this is the direction the church and conference are headed. It is no longer
optional. It is an all-out assault on complacency and remaining unchanged by the exodus
of our young people. This will generate traction and movement towards fulfilling the
vision and restoring the function of the youth director.
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Filling the Gap
There is a gap between the conference youth ministry department and the local
church. With such a high number of churches in a conference, a youth director could
never visit them all and keep up with what is happening in each one. This is why a team
of leaders must be recruited, trained and sent out to help local church youth leaders. This
will also mean an increase in the budget to support these leaders. What does this structure
look like and what is its function?
By making the main function of the youth director to recruit and train other leaders
as volunteers this gap can be narrowed. The focus is on training more than doing
activities.
Departmental leaders who do not train other leaders are not fulfilling their calling.
The church needs leaders, and it is the responsibility of all directors to prepare other
leaders. Teaching and training is an integral part of youth ministry. Seeking fresh
information to share, and revising and improving training methods are essential to a
vibrant, growing youth ministry. A vast army is waiting to be instructed and trained.
The key to successful leadership is in the teaching and training role. Many church
members have a desire to work, but don’t know how. Therefore, training must
precede activity (General Conference, 1993, p. 27).
The shift from the director doing everything to the director focusing on building a
team is huge. Simon (2009) states, “Beyond the structure and systems a company is
nothing more than a collection of people” (p. 85). The model itself is only a method; the
most important ingredient is the people that will make the model work. If this is
forgotten, then any success will be short term at best. The purpose of a structure is to
facilitate ministry. It is a means to an end. The real focus is supporting the leaders’
growth and development. Wilson (2004) adds, “One good test of a good leader, rather
than How much have I done? needs instead to be, How many others have I involved?” (p.
34). This statement points toward the re-framing of the role of the conference youth
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director purposefully in the direction of trainer as opposed to a program coordinator or
event planner.
The conference youth director should look for ways to help the local pastor involve
parents, church boards (Zonne, 2008), and church youth councils into the process of
developing a structure. This managed change will not look like another conference
program that churches are asked to adopt without a chance to give input. The youth
director and the team of leaders they recruit will be there to help the local pastor lead their
congregation through the phases of change and implementation of a plan the local church
has developed for their young people for a preferable future that is shared and embraced.
Summary
It is important to understand the role of a conference youth director as
strengthening local church youth ministry. The director must be able to recruit and train a
team of leaders that will work as partners with local church pastors and youth leaders to
train and support them. The function of the structure is to validate the role and function of
those two entities—the conference youth director and the local church youth ministry.
The structure should be designed to increase the likelihood that youth leaders in local
churches will be supported in ways that help them fulfill their function to help young
people experience salvation and have opportunities to serve. The focus must be on
helping local churches to know how to best train and equip the leaders who serve young
people in that local setting. In the Adventist church, and most other churches, the doing of
youth ministry locally falls to volunteers with a strong desire to see youth engaged in
kingdom business. This is the next key.
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Volunteers
Volunteers are vital to the organizational structure in Florida Conference, and
particularly in youth ministry. While having a clear and well-articulated vision,
understanding and navigating change, understanding the role of a youth director and the
function of structure are all important, none of them can replace the need for volunteers.
The art of youth ministry rests on the ability to not only recruit, train, and retain the right
volunteers, but to build solid, helpful relationships with them.
The key to successful youth ministry has always been people and relationships.
Richards (1972), one of the pioneers in youth ministry, states, “Most churches leaders still
naively expect to have a spiritual impact on kids in and through meetings—not in and
through persons” (p. 345). Volunteers are people. People make ministry happen. People
minister to people. This is the reason why volunteers have to be recruited. Programs have
their place—but they do not replace relationships. People have relationships with other
people. And the relationship that the conference youth director has with the team of
volunteers and the relationships that the team of volunteers develops with local church
youth leaders will be the key to influence the way youth ministry is done in local
congregations in Florida Conference. And ultimately, local church youth leaders have to
have relationships with young people to impact their lives. This is why there is a need for
a re-framing of the job description of the youth director and a re-allocation of the time and
efforts of the youth director and his or her team focused on finding volunteers.
The Rationale
Currently, most ministries are dependent upon volunteer leaders. Youth ministry
is no exception. According to Hybels (2004), “the church was designed to be primarily a
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volunteer organization” (p. 31) and it is commonly accepted that there are not enough paid
staff to fulfill all the needs in a church (p. 32). The reality in all conferences is that the
paid pastors/youth pastors are not a large enough workforce to meet the need for youth
ministry. Morgan (2005) points out, “Instead of agonizing over how to find the money to
hire staff, spend your time figuring out how to motivate members to take part in ministry”
(p. 65). And Senter (1997) adds, “Long-term growth of a youth ministry is directly
dependent on the ability of the youth worker to release ministry responsibilities to mature
and qualified lay volunteers” (p. 150).
A major missing link in the current structure is the volunteer youth leader who can
partner with the conference youth department. In the new structure, geographical regions
called Clusters would be overseen by a volunteer. This volunteer would coordinate youth
ministry within his or her cluster by connecting with, encouraging, supporting, and
training the local church youth leaders that live in close proximity to them. For more
details about what the content of this material is, see Appendix A. These coordinators
form the team that the youth director would work with to strengthen youth ministry in the
churches in their Cluster.
Getting Organized
One of the first steps in finding volunteers is to get organized and create clear job
descriptions for all volunteers. Rusin (1999) states, “Before you begin recruiting
volunteers, decide exactly what you want them to do” (p. 23). The youth director must be
clear on what is expected of the volunteer. People deserve clarity. Volunteers should
understand exactly what is expected of them (Hybels, 2004, p. 111). A simple ministry
description will help them decide if they are up to the task of serving and whether their
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current time schedule will have space for all that will be asked of them (Wilson, 2004, pp.
25-26). This lays the foundation for what will come next—recruiting volunteers. See
Appendix D for the Cluster Coordinator ministry description.
Recruiting Leaders
Once the youth director has a clear picture of what is needed, then finding who
will fulfill those roles is paramount. Those in ministry have a variety of opinions on how
to do this. The natural response in recruiting volunteers is to ask people to help. Some
authors claimed that they do not ask individuals to help (Morgan & Stevens, 2005). Other
authors explain that some will never help simply because they are never asked (Hybels,
2004). And yet another argues that people need to be asked (Simon, 2009). Hybels
(2004) writes that one of the most effective ways to recruit volunteers is ask them one on
one “and the more personal, the better” (p. 106). Hybels further explains how in so doing,
the leader can share both the vision of the organization and the value of being a part of the
team.
The youth director should ask the recruited volunteers to help in recruiting
additional volunteers. Morgan (2005, p. 45) calls this strategy “shoulder-tapping.” He
gives a challenge to, “Tell each volunteer in your church [organization] that in the next
year it is his or her job to “tap the shoulder” of one person who is currently not serving”
(p. 46). Recruiting volunteers should not be limited to the pastor or paid staff positions
(Morgan); everyone should be asked to be on the lookout for potential volunteers. The
volunteer team will be broader and stronger when the whole team is constantly on the
lookout for new recruits. The youth director can help create a culture where it is normal
for all leaders to always be searching for additional leaders. This would be a quick way to
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add additional volunteers or leaders. This is the current practice in Florida Conference. In
addition, there are electronic posts (emails/newsletters) that communicate where
volunteers are needed. The goal is to involve as many as possible in the process of
recruiting volunteers.
The conference youth department will be the hub around which volunteers are
recruited and cleared for youth ministry. Wilson (2004) writes that organizations should
“grow toward centralizing the function of volunteer recruitment” (p. 46). There are
several advantages of centralized processing. Insurance claims for example involve the
whole conference. A central office needs to have access to personnel information in case
of an emergency. In order to move forward in the same direction, each area would
recommend volunteers to be processed by the central office to stay coordinated.
Helping People Find Fulfillment
When people volunteer, it helps them to know that their life matters and they often
find fulfillment and satisfaction through volunteering. Morgan and Stevens (2005) put it
this way,
It is a privilege to invite people into what might be the only activity in their lives that
causes them to feel worth and significance, one in which they might experience for the
first time being used by God almighty to touch another human life. (p. 14)
Hybels (2004) states it this way,
You and I get to invite people to be used by God in ways they never imagined. We
have the opportunity to empower them to develop gifts they didn’t know they had.
We can cheer them on as they courageously assume new levels of Kingdom
responsibility that fill their hearts to overflowing. And we get to see the look on their
faces when they realize God has used them to touch another human being. (p. 12)
So many people are hungry for this experience. Inviting them to be volunteers can
tap into this need and generate an enormous sense of accomplishment in a volunteer’s life.
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Too many people end up living their lives as spectator Christians. Hybels adds that serving
is what leads people to the “amazing realization that this is what you were made for!” (p.
33). That is the “aha” moment that volunteers experience when they are recruited, trained,
and set free to do what God created them to do. Hybels claims that this desire to make a
difference comes directly from God and is implanted in the human heart. Leaders have
the joy of calling people into service to experience the thrill of being a
participant/contributor to the work of God rather than merely watching. Wilson (2004)
comments that volunteering helps “members grow deep in their faith or be satisfied with
their spiritual growth” (p. 7).
Orientation
Volunteers need to be introduced to what their role will be. Too often, individuals
are invited to serve and then left to figure things out on their own. Simon (2009)
recommends conducting a volunteer orientation session that includes sharing an
information packet, going over the short and long-range goals, sharing what role the
volunteer is expected to fulfill, what compensation/reimbursement the volunteer is eligible
for, and including a date for a follow-up visit 3-6 months later to see how the individual is
doing (pp. 58-59). The orientation serves to make it clear to volunteers what is expected
of them and what their purpose is. It is an important first step in their training.
Ongoing training, in addition to the orientation, is also needed. Lipp (2009) writes,
“While an orientation provides people with all the background information they need to be
successful in your organization, training gives them the information and skills they need to
be successful doing their job” (p. 122). Simon (2009) cautions, “Most organizations have
a tendency to view leadership training as a separate track or occasional occurrence rather
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than part and parcel of the organization itself” (p. 100). To have a successful volunteer
ministry the leadership must commit to training the volunteers to do what is expected of
them. This training should be ongoing and focused on what the volunteer’s role is and
must be relevant to helping them reach the goals they have been given. Rusin (1999)
adds, “The success of a volunteer program is directly proportional to the amount of
resources, energy, and time the organization devotes to its volunteers” (p. 15). This is key.
These two areas, orientation and training, will require time and energy, and they are the
bridge between recruiting and retaining volunteer’s which will help them succeed.
How to Retain Them
Once a volunteer has been recruited, the work is not done; more is still needed.
Rusin (1999) explains, “Just because volunteers have signed up and begun working
doesn’t mean they will continue to volunteer” (p. 75). Simon (2009) also states,
“Volunteering isn’t always easy” (p. 1). Volunteers often face challenges that can make
their experience delightful or disastrous. For this reason, Simon concludes, “they need to
be handled with care” (p. 1). This is true of any organization that depends on volunteers,
but it is even more important when one is dealing with a culture that is dependent on the
development of volunteers but does not invest much in volunteer development and
training. The goal would be to transform an organization into one that holds volunteering
high and raises the bar in terms of expectations. This can be very challenging. Simon
points out, “Understanding organizational culture is the key to improving it” (p. 13) and
“Key phrases should be repeated in print, sermons, and lectures” (p. 17). Hybels (2004)
adds, “A great volunteer culture never happens by accident. It always requires a major
investment by church staff” (p. 113).
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Hybels also shares three lessons that he suggests church leaders bear in mind to
help retain volunteers. (a) A new volunteer is fragile—“a new volunteer is extremely
vulnerable to discouragement and disillusionment” (p. 113). (b) The easiest way to defeat
a volunteer is to waste his or her time–“wasting a volunteer’s time is the best way to
assure that he’ll never show up again … An equal danger exists of loading too much
responsibility on a volunteer” (p. 115). (c) Leadership needs to remind volunteers that,
“Sustained servanthood flows from spiritual fullness” (p. 132). Each volunteer must be
taught to monitor themselves and ask, “What is motivating us spiritually” (p. 132).
Ministry that is done out of the overflow of a volunteer that is experiencing God on an
individual, personal, daily basis is vital. Hybels warns, “If we are frenetically serving God
but never taking the time to commune with him, we may make it through a fifty-yard
dash, but we’ll never know the joy of finishing the serving marathon to which God call
us” (p. 132).
According to Hybels,
Volunteers should be reminded, again and again, that they’re valued; that what they’re
doing is part of the redemptive drama that’s been going on throughout human history;
that the role they are playing is not insignificant; that God treasures every task they
perform, every hour of service they render (p. 116).
Hybels adds, “We need to create a culture of encouragement by taking the time to
look each other in the eye and remind each other that what we’re doing matters. God sees
it, and for what it’s worth, I see it too” (p. 117).
A final way to help retain volunteers is by helping them serve in ways that align
with their spiritual gifts. And this may or may not happen all of a sudden. Hybels
cautions, “The key is to look at discovering, developing, and deploying your spiritual gifts
as a process. Don’t worry about finding the perfect fit immediately. Give yourself
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permission to learn as you experiment” (p. 71). Hybels adds, “One of the goals of
experimentation is to discover that special passion. Connecting our spiritual gift with an
area of passion is key to ultimate effectiveness and fulfillment in serving. It is also one of
the keys to maintaining energy in serving” (pp. 81-82). Most people are naturally drawn
toward a particular people group, social group or area of need. Tuning in to these
inclinations is a great way to start discovering one’s passion (p. 95). Hybels continues, “I
believe it is generally unwise to ask a potential volunteer to make a long-term
commitment up front; better just to invite him or her into the experimentation process” (p.
107). Lipp (2009) explains another reason why this is so important by stating, “Putting
the right people in the right jobs is the secret to successful volunteer management” (p. 31).
Conclusion
Volunteers are the most vital ingredient to transform the way Florida Conference
does youth ministry. The youth director working with a team of volunteers who are
recruited, trained, and deployed in the three regions of Florida Conference would facilitate
the cultural shift that is needed to better meet the needs of the youth in the congregations
in those regions. Developing great relationships with these volunteers and then helping
them to develop great relationships with the local church youth leaders they serve would
be the biggest job of the youth director. This will provide the relational structure to shape
the way youth ministry is done. It would show the youth leader a way to conduct their
own ministry structure in their youth groups. It would provide the frame for the team of
volunteers to come alongside to support, train, and strengthen youth leaders in local
churches which means young people will be better served by those who lead them.
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Summary
Youth ministry in Florida Conference will be strengthened by following the
concepts explored in this document and developing a structure that links local church
youth leaders with their colleagues in a particular geographical territory through a network
of volunteers called Cluster Coordinators. The youth director will need a clear vision, and
must be able to rally others to support the vision. The youth director will need a basic
understanding of change dynamics and how to lead their conference youth department
from where is to where it needs to go. The youth director will need to create a structure
that will allow volunteer coordinators to flourish. And finally, the youth director will
thrive by being clear on what volunteers are to do and by inviting them to join the team
and then taking care of them through nurturing relationships and ongoing training. If the
youth director can accomplish these things, youth ministry in Florida Conference will be
strengthened and a new, more dynamic culture will be seen.
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CHAPTER 4
NARRATIVE OF IMPLEMENTATION
Introduction
Florida Conference has been through many changes in youth ministry in the past
several years and there will be more changes in the future. Youth ministry is dynamic,
and good youth ministry at the conference level is in a constant process of structuring and
restructuring. The focus of this chapter is to chart a course detailing what intentional
changes will be necessary in Youth Ministries in Florida Conference to strengthen youth
ministry in local churches based on the previous chapters’ insights. This will include the
following: a brief description and history of what youth ministry looked like in past
decades in Florida Conference, the development of a new department in 2009, the
blending of two departments in 2010, and then, most of the focus will be on what it will
take to install a new vision for Youth Ministries in Florida Conference.
Description and History of the Ministry Context
Florida Conference of Seventh-day Adventists enjoyed several years of abundance,
growth, and tithe increases in the 1990s which created capital to hire new departmental
associates along with the budgets to do ministry. The Pathfinder Department grew to a
team of two and the Youth Department grew to a team of four. However, early into the
new millennium, the newly elected conference president saw that changes were needed if
the conference was to survive, let alone thrive into the future. Under heavy financial
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pressure, the difficult and necessary decision was made to lay off 30 pastors and 30 office
staff beginning in 2004 as part of an attempt to balance the budget, reduce debt, and get
spending under control. This included a gradual reduction in staff from two to one in the
Pathfinder Department and four to two in the Youth Department. But this was only the
beginning.
In 2009, the conference administration formed a new department, Integrated Youth
Ministries (IYM), which included the following ministries: Camp Ministries, Children and
Family Ministries, Education, Adventurers, Pathfinders, Youth, Young Adult and Public
Campus Ministries. A vice president, who would meet weekly with the conference
administration and monthly with these departmental directors, was appointed to oversee
IYM. The mission statement for IYM was “working together to disciple God’s children.”
From birth to young adult life, all of the ministries that worked with children/young
people were to collaborate in a seamless transition to help them come to know Jesus, live
for Jesus and follow Jesus. This was the broader context in which youth ministry was to
develop and function.
In August 2010, the conference administration completed their search for someone
to come in and bring what had been two separate departments—Pathfinders and Youth—
under one new director. After having spent the last two decades divided where one
director ran Pathfinders and another director ran Youth, this merger brought Adventurers,
Pathfinders, Youth, Young Adult, and Public Campus Ministries under a unified Youth
Ministries Department with one director. I was invited to serve in this new arrangement
as the Youth Ministries Director in August of 2010 and I was told I would have two
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associates. My job was to find a way to make this new combination work. Change had
become the new normal in Florida Conference.
Statement of the Problem
Youth Ministries in Florida Conference was in a time of transition. Even though
there had been strong leadership in both departments before, when looking at what it
meant to blend them together into one unified department, it felt like I was in the opening
chapter of Genesis—things were formless and void. There was no map on how to make it
all work. For at least the past 20 years, they had worked under a system of two separate
departments and directors. Lack of communication was a problem during those 20 years;
I was told there was a time when the two departments functioned without even consulting
each other to coordinate a calendar of events. But things had changed: the staff was cut in
half and budgets were reduced. And on top of that there would be a new director and a
new unified Youth Ministries Department. This was all in addition to the major change
towards creating the IYM Department.
Leaders from Pathfinders and Adventurers did not really know or associate with
youth pastors or youth leaders. These ministries were far apart from one another. And
many times they were in competition with one another for time on the calendar. They
were entrenched in their silos and worked independently of each other. A shift away from
that model was what the conference was looking for. Collaboration was to be the new
desired culture in Youth Ministries and in IYM.
As a starting point, in order to establish contact with the local youth leaders I
needed a list of who they were. Was it in the file cabinet, computer, or did the secretary
have it? How could I contact and influence youth leaders without any details on how to
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reach them? Or where was the info about what youth ministry looked like in a particular
church? How could I build something that had no connection point with local churches?
Who were the leaders that I could meet with and process ideas with to get their input?
There was not a list anywhere. We would have to create one. It was obvious that a lot of
work needed to be done to strengthen local church youth ministry. Connection to and
communication with the local church would need to be established right away.
It was challenging for me to have no plan or blueprint on how to do what I was
asked to do. If the two departments were to become one and start to work together, many
things would need to change. I knew from my research to expect resistance to change,
and that I would need to have a clear vision and the wisdom of God to bring about that
change. I would need a map to clarify and organize myself for the task ahead.
Even though IYM and YM were created to improve what had been, the problem
was, not everyone thought there was a problem with how things had been. There were
many who wanted it to stay the way it was—separate Pathfinder and separate Youth
Department, with no IYM. Some could not imagine justifying a whole salary to oversee
all the departments. In the midst of all this change, there was a very clear sense that God’s
Spirit was needed to inspire a new structure in Youth Ministries in Florida Conference.
It came down to a matter of perspective: On the one hand, there were problems
that were causing chaos; but on the other hand, there were also enormous opportunities. I
was struck by the glaring need for a structural change. The conference administration had
given me the green light to make the needed changes. This was a chance to put into
practice structural systems that I had dreamed of since beginning pastoring in the 1990s,
and had seen more clearly in the four years of serving as Youth Director in New England,
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not to speak of all I had learned from the research for this project on structure. I would
need a vision from God. I would need to find the best ways to introduce change, to get
input from and show appreciation for the volunteers that actually make things happen,
redefine the role of the youth director, and then develop a structure to facilitate the
ongoing needs and changes of youth ministry in a much larger conference.
It was exciting to realize this task would require taking biblical principles of
organization and structure and applying them to modern day youth ministry. This new
structure would need to be anchored in these scriptural concepts: God is a God of order,
principles for structure are found in both the Old and New Testaments, language matters,
and God continually calls His people into service as the means to help humans find
purpose and fulfillment in their lives. These principles would gird the formation of a new
structure for Youth Ministries in Florida Conference.
Statement of the Task
The conference administration wanted a unified Youth Ministries Department
under one director. This director would oversee Adventurer, Pathfinder, Youth, Young
Adult and Campus Ministries and have two associates. My assignment was clear—I had
to find a way to make it work. But that is all that was clear. At the beginning, there were
more questions than answers. It was obvious that there would be a need for restructuring.
And yet there were many unknowns. How could one person do this? How would the load
be divided among the team of three youth directors to manage and move forward all of the
ministries in Youth Ministries and all across a very big state like Florida? Would each
ministry have its own structure? Would there be a common structure to simplify and unify
all of the Youth Ministries? Would one structure be enough? What would be the best
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approach moving forward—creating a new structure or using one that was already in
place? Did any other department in the conference already have a viable structure in
place? Could that model be adapted and/or applied to all of the ministries in Youth
Ministries? What would be the organizing principle that would keep us all together in this
process of change? These were some of the questions that were asked in attempting to
find the best way forward. The more these questions were explored, the more I could see
what I would need to do to turn things around.
The challenge was to create a structure that would strengthen youth ministry.
Local church youth leaders would need to be contacted, encouraged, supported, and
trained. To do so, I would need to understand what was going on and why it was being
done that way before introducing change. It is important to have an understanding of the
situation before introducing change. And it would need to be something we discussed and
decided together, not just me as a leader declaring what needed to happen. I would have
to meet with the current leaders and get to know them and appreciate them and their role
as volunteers. And the team of volunteers would need to grow. I would need to work
with the current volunteers to build from the ground up the structure to support local
church youth leaders. Furthermore, I would have to find a way to link all the ministries
together or create five different models and give each ministry its own structure.
Delimitations of the Project
There are many areas that could and maybe even should be addressed in
attempting to re-position the Youth Ministries Department to strengthen teen ministry.
For the purposes of this project the focus will be on what the Youth Ministries Department
can do within the parameters that it has been given by administration. It is beyond the
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authority of the YM Director to change entire conference systems, but it was expected that
the systems within the YM Department would be modified to meet the objectives laid out
in this project and agreed upon by the administration.
This structural change is predicated on recruiting, training and retaining a team of
volunteers to work closely with the YM Director. While the assumption is that God has
people who are waiting to take up their role as a volunteer in this structure, and that He
has equipped leaders and given them a calling to serve young people, the timing for this to
develop is not guaranteed to occur within the time limits of this project. Nevertheless, the
foundation can be laid and one could expect to see, at least in some areas, success in
implementing the proposed structure. God’s timing may be different than mine.
Finally, once the structure is implemented, the lessons learned should be analyzed
to facilitate constant learning and adaptation going forward. Ministry is always in motion.
This structure is not meant to be a one size fits all for all people and all places. Rather it is
more of an attempt to create a model that will remain adaptable and that others can modify
to meet their contextualized needs. The bottom line will remain the same. Something
must be done to strengthen local church youth ministry. Doing nothing will improve
nothing. The future generations are counting on this generation to do something.
Description of the Project Process
I will begin by praying to God for a vision for Youth Ministries in Florida
Conference. This vision will be shaped by what God has already revealed about how He
is eager to share with his leaders a vision for what He wants to accomplish through them
and will include a vision for structure and organization as informed through the Bible. In
addition, the vision will need to be verified as it is shared with the other leaders and
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volunteers. God has been in charge of Youth Ministries in Florida Conference and has a
plan for what He wants to see happen and His plan will be better than anything I could
come up with on my own. Ultimately His plan will be best.
As the vision is clarified, I will start to map out the steps to get us there. This is
where the dynamics of change will be so important. Change cannot happen in isolation. I
will need to communicate with the key volunteer teams to share what direction God seems
to be moving us and how we can get there. Because ministry is mainly a volunteer
movement, getting input from the volunteers will not only help shape the future but also
develop ownership of a shared vision. For the vision to outlast the YM Director, the
volunteer leaders will have to embrace the vision.
Furthermore, administration will need to be consulted so I will know what I can
decide on my own and what they want to be able to have input on before making a final
decision. I will also want to know how often they would like to get information or reports
from me and to whom do I need to send my reports? Building my relationship with my
vice president will help him actively share in what is developing. He will convey our
progress to the rest of the administration. Collectively, volunteers and the administration
will agree on a plan of action as we build a consensus. Then it will be time to begin
implementing the managed changes in stages over time.
I will need to meet with other departmental directors to learn about the structures
they are using. It is apparent that Education and Ministerial are most similar to Youth
Ministries. However, I will also include Children and Family Life Departments as well.
There is no need to reinvent the wheel. And at the very least, what another department is
doing may spark an idea that may turn out to be great for the YM Department.
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I will need to stay always vigilant and move at a reasonable pace. Change is
difficult for most and it is easier when the team gets to give input and take ownership of
the changes. I will not allow myself to start making changes until there is a consensus
among the leaders. The target will be to have 75% buy in—a clear majority. Getting less
support is dangerous (less than 50%), not to mention potentially divisive, and waiting for
100% percent may not be realistic. Once that threshold is met, I believe it will be safe to
move forward in confidence that most of the team agrees with the direction. The more
leaders that I can get to come on board quickly, the faster the assimilation will be. This
will be a balancing act—to talk with people from a sense of urgency and to allow time to
answer questions and let the vision catch on in people’s imaginations.
I will need to meet with the current Pathfinder and Adventurer leadership because,
as of this writing, I have not found an acceptable youth organizational model to work with.
The Pathfinder organizational structure is the most developed of the three. If I can learn
from them what is working and what the strengths of their operations are, I can add that to
the mix of what could work for youth ministry. I have observed that the area coordinator
system has worked with local churches and is what has made the club ministries work
over the years. Could it work in youth ministry? In the process of asking questions and
finding out what is working I will begin to define reality and build the relationships that
will be key to moving forward in a united way. Finally, I will ask the current Pathfinder
and Adventurer leaders to keep an eye out for potential volunteers in youth ministry.
They are already visiting churches and talking with pastors. If they join the effort to
recruit a new team of volunteers for youth ministry, it can help accelerate finding willing
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adults to help build this volunteer core. I cannot do this alone. Their recommendations
will be invaluable.
I will examine the Pathfinder and Adventurer structure to see if it can be modified
or blended to accommodate youth ministry. I will explore if there is anything that is so
specific to these two club ministries that would prevent teen ministry from developing a
similar structure. The thinking is that it would be complicated and cumbersome to have
unique structures for each specific ministry. What remains to be seen is whether or not
this will be practical; given the fact that the youth ministry here in Florida Conference has
traditionally been unstructured. Is youth ministry here unstructured because it has to be or
because no one has done recent work on structuring it? Or is it just the nature of many
youth leaders to be anti-structure and anti-organization? Will the same structure be able to
fulfill the same function of bringing order and offering support?
I will be sensitive to the roles that current volunteers have already been playing on
the team and the titles they have. As new positions and titles are created, I will keep in
mind how people feel about their new title. I want to always communicate value and
worth to our volunteers and for some people this will matter a lot. Additionally, I will
look for a new common language that will be simple and clear and will help us all know
what we are talking about when we use certain words. The titles we decide on will be the
same for all of the ministries in YM.
In many ways, the work that has to be done to unify a Youth Ministries
Department is a vital step in the bigger picture. The main target is to strengthen teen
ministry in local churches. But this has to be done in the context of what the whole
department is being asked to coordinate. It is a part of a much bigger whole. So, in order
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to impact youth ministry, I will also have to redesign and refine how the other ministries
are being executed as well. This is one of the challenges and exciting opportunities—to
find a way to make it work.
Additionally, I will look at Florida as a whole and see how it can be broken down
into parts—smaller parts that are easier to manage and oversee. This is what Moses did
once his father-in-law spoke with him. Jethro told Moses to appoint people to help him
with his task. He could not do it alone, and neither can I. There has to be some kind of
division or breakdown of the whole. In the big picture a conference is made up of
churches, and Florida has over 300 churches. How will we best subdivide these churches
into more manageable groupings? What will those groupings be called? Who will decide
which churches are in each grouping and how many are in each grouping? What is a
reasonable number of churches for one volunteer to oversee effectively? The breakdown
of Israel as 1000s, 100s, 50s is instructive and possibly prescriptive. The principle of
dividing the whole into smaller parts for improved delivery of service and training will be
the key.
If the organizational structure of Pathfinders and Adventurers proves useful to
emulate, I will happily tell the leaders of those ministries that they will be leading the way
and paving the path to a new and brighter future for all of Youth Ministries as we learn
from them and lean on them for input and direction. I will have to prepare the youth
leader group for the changes and encourage them to embrace the changes. I will also have
to share a vision of what the benefits will be of doing so. I will have to keep an open ear
to listen to what leaders are sharing about what they like and do not like from the
discussion side and the implementation side. And, I will have to help each ministry feel
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like it is important and can function interdependently, as a part of the Youth Ministries
whole.
Sorting out the job descriptions for the director and associates will be an important
step. Dealing with questions like: Is it best to have each associate specialize in an area of
ministry for the whole conference or to be a generalist and focus in one geographical area?
Are the associates autonomous or inter-dependent? Or are they both? Could the division
of labor be event-based? Does the team do events together or does each one handle
separate events? These issues will all have to be prayed over and processed, with input
from research and other departments and leaders with experience in managing change in
Youth Ministries.
Summary
I will move forward in confidence that God is a God of order and that He is a
specialist in bringing order out of chaos. I will work this plan and expect that adjustments
will happen along the way and that God will continue to guide us as we make those
modifications. This will anchor me on the days that I feel overwhelmed by what I have
inherited. I will ask God for a fresh vision and hold lots of conversations to build
consensus with administration, current leaders, pastors and potential leaders to start to
form a vision and then prepare everyone for changes that will need to come and
intentionally plan ways to counter possible resistance to change. I will also formulate a
structure based on what was learned regarding structure from the Bible, through my
reading, and through what I have learned from the conversations with leaders.
Then, I will continually look for ways to hold up the role of volunteers as primary.
It is imperative that the current volunteers feel valued and that new volunteers are
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recruited with a sense of “I play a vital role in accomplishing the vision.” The goal will be
to find practical ways to develop and implement this structure to strengthen youth ministry
in Florida Conference. And I will remain sensitive to how change affects people and work
to develop a sense of urgency as well as being clear in my communication of the process
of change.
There will be several ways that I will measure whether or not this structural
redesign has been successful in strengthening youth ministry in Florida Conference. First,
do we have a current contact list of local church youth leaders in the conference office?
Are we able to, and do we, regularly make contact with these leaders from the office?
Have we recruited and trained volunteer lay leaders to serve as Cluster Coordinators? We
started with none and the goal is to recruit 23. Next, are we providing training for our
Cluster Coordinators that they, in turn, can pass on to their local church youth leaders?
These are some ways we can measure from the conference office if we have actually
created the needed changes in the structure of Youth Ministries in Florida Conference.
There are also some subjective ways to measure whether or not youth ministry has
been strengthened. Do local church youth leaders feel supported? Do they feel like they
are not alone? Do they feel like they are better prepared and resourced to lead out in youth
ministry at the local level? Do pastors feel like the Youth Ministries Department supports
them, their youth leader(s) and their local youth ministry? Is there a sense of a common
vision developing? These are more difficult to measure and yet they are as vital in
determining the success of the new service delivery structure. The subjective elements are
signs that the culture of how the structure impacts youth ministry are viscerally
experienced—it is not just theory; it is also being felt.
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In conclusion, there will be two ways to measure success. The first is, did we
actually build a structure where volunteers were recruited to be Cluster Coordinators and
did we connect local churches to those Coordinators? Second, do the local church youth
leaders feel more connected and supported by the conference than they did before. This
can be measured by two sources of data: (a) Discussions with Cluster Coordinators; (b)
Personal conversations with key leaders at various levels from local church to conference
administration. These two ways will help me evaluate whether or not Youth Ministry in
general and specifically is stronger and better off than before having this re-structuring in
Florida Conference.
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CHAPTER 5
OUTCOMES AND EVALUATION
Introduction
The purpose of this chapter is to evaluate the steps that were implemented to
develop a structure to strengthen youth ministry in Florida Conference. The theological
foundation and the learning from the literature review shaped the development that
became the building blocks to implement a new structure. I will describe the process that
took place, which was often different from the original plan. And, I will also describe
what I have learned through this journey of developing a structure to strengthen youth
ministry in Florida Conference.
Description of the Intervention
In order to establish a structure to strengthen youth ministry in Florida Conference,
several building blocks were needed. The order of the blocks has some importance, just as
in a building a foundation must be laid, then the walls, and then the roof. There was a
clear picture of what this would look like when it was constructed—youth leaders all over
the state would be connected to the Youth Ministries Department through a network of
volunteers called Cluster Coordinators. The structure would serve as the means to deliver
to the youth leaders the encouragement, support, and training they lacked. As a result,
youth leaders would be able to lead young people better in local churches. This
relationship would strengthen local church youth ministry. This was the structure we were
trying to build to improve the conferences ability to impact teen ministry.
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Block One: Other Departments and
Administration
I investigated how other departments in the conference were addressing the issue
of structure and how they were reaching out to the constituents. The Education
Department had a director and four associates. This was not an identical match in
personnel, but that was not the only difference. They chose to divide into specialty areas
with each associate traveling the entire state to help schools within the area of their
expertise and training. This did not seem ideal for us. Furthermore, the Education
Department only had 30 schools; we would serve over 300 churches and companies.
I next spoke with the Ministerial Department. Since it oversees pastors and
churches I expected more similarities. I was not disappointed. It had one director and
three associates. Each associate was strategically placed—one in north, one in central, and
one in south. The job of the field associates was to work with the pastors in their area and
be a part of the ministerial team for the conference. This model looked more promising.
Even though Youth Ministries only had two associates, I figured I could double as the
Central Area Youth Ministries Director as well as the State Youth Ministries Director (and
pray for another associate to take on Central Florida in the future). This would prove to be
unrealistic—to do both jobs well was more than I anticipated.
I gave regular reports to Administration. I met with my VP monthly to share
updates and how plans were progressing. I also met with the President regularly and at
times monthly to share with him what we were doing and ask for input. I often got
affirmation to continue with the direction we were headed. I was working to unify the
Youth Ministries Department at the request of the administration and needed to make sure
that they approved of the actions we were taking. This task alone, combining the two
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departments into one, absorbed a lot of time and energy. It was a preliminary step that had
to be accomplished to get to the purpose of this project, to strengthen youth ministry.
In my interactions with other conference Youth Directors over many years, I have
found that most were not dealing with this matter of having a structure to strengthen local
church teen ministry. Summer Camp and Pathfinder ministry consume most of a
director’s time and very few youth directors have any extra time, energy, or desire to work
on creating a new structure and recruiting volunteers. However, there were a few that did.
Greater New York Conference and Southeastern California Conference were the two that
had developed a structure to focus on growing local church high school ministry through a
team of volunteers. See Appendix B and C for their respective documents. And, it is
interesting to note, that here in Florida Conference, the Youth Ministries Director did not
run summer camp; nor was the youth director responsible for summer camp in the other
two conferences that were experimenting with structures. I believe in summer camp
ministry and saw firsthand as a camp staff and the Camp Director how powerful it is; and,
it undeniably demands the largest portion of any youth director’s time and energy.
Building Block Two: Dividing the State
Another important block was getting a handle on how to divide Florida up into
smaller parts. The three areas were helpful, but each area was not small enough. I asked
the secretary to buy me a large wall map of Florida. I stared at it and prayed over it for
hours, asking God to give me insight and to see His vision. Then God gave me an idea.
Does someone else in the conference already have all the churches mapped out on a map?
Surely a map would bring some order. I was clicking around the conference web site and
found a digital map that one could search to find all the churches in Florida. It was clunky
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and not very user friendly. I asked around and found that our office technology expert,
Dave, had designed that and when I talked to him he said he had some software that he
was playing with to improve it. This was a breakthrough. He entered every church
address which turned into a little dot on the screen. It was easy to see which churches
were close together and would make a natural grouping based on their geographical
location. It felt like a plan was coming together. This mapping software gave wings to
the vision and helped us begin to literally “see” how this could look and function.
This was all organized in the office, but I knew that it had to be approved by the
team. As it was coming together, I would leak it out in pieces to our state leaders in
Pathfinders and Adventurers. They were the only volunteers in place at the beginning. I
wanted them to see it first and to have a chance to give their input. I believed that if they
could see it and we could unite our voices then it would be easier for others on the team to
accept the changes. Once the map was populated with all the churches by location, it
seemed so obvious; breaking the state into smaller groupings to make it manageable was
gaining momentum. It looked like we were getting organized! And putting a structure in
place was going to help us to become more effective in how we ministered to young
people. The next step would be to open the concept for input and to be approved by a
wider circle, the Pathfinder and Adventurer Committee.
Block Three: Pathfinder and Adventurer
Committee (PAC)
I began by working with the main governing body for Pathfinder and Adventurer
ministry—PAC (formerly called—Pathfinder Advisory Council; now called the Pathfinder
and Adventurer Committee). First, I met and visited with each of the appointed PAC
members one-on-one to get their input about how Pathfinder and Adventurer ministry was
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going and to ask what was working and what was not working. This meant miles and
days of travel up and down the state. But those miles would pay dividends and were vital
to building rapport and relationships with the leaders, a key element in change. Basically,
I wanted our lay leaders to get to know me and to have a chance for me to get to know
them. I was new to the team and it would take time to trust me and show them that I had
the best interest of the leaders and ministry in mind. Plus, they were the experts. They
were the ones already doing it. I needed to know what they knew. And, I wanted to
convey that we were all in this together. I knew there would need to be changes, and so
did they, but that did not mean it would be easy. Change rarely is. But we were building
relationships first. This would be the capital that would be needed to navigate the often
bumpy roads of change. I knew what would be asked of them and anticipated how
challenging the changes would be because I saw clearly the gap from where we were to
where we needed to be. The vision was already at work guiding the decisions and
direction of what was being done. If this group, PAC, could make the change, I felt like
we could turn the entire Youth Ministries around.
Building Block Four: Separating Adventurers
from Pathfinders
We had to make several monumental changes early on regarding structure. One
change was to separate Pathfinder and Adventurers. They are two distinct ministries but
they were being treated as if Adventurers was an extension or mini-version of Pathfinders.
In fact, Adventurers were referred to as Pathfinder Adventurers. This decision to create a
separate Adventurer identity was actually part of the move to unify our department. We
would be one department representing five unique ministries. I had to sort out the
Adventurer and Pathfinder piece first because this was by far the strongest ministry. The
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thinking was, “if we can get these two re-organized, then we can build the whole
department around the same structure.” We organized it on paper first. And each step of
the way I was constantly sharing with our key Pathfinder and Adventurer leadership what
the structure could look like. Once we agreed to the changes conceptually with the inner
core of our leadership, the volunteer State representatives for Adventurers and Pathfinders,
then the PAC met to give feedback and their blessing.
This separation was more about function than structure. The purpose of the
Adventurer ministry is to help a parent know how to raise their child. The main purpose
of Pathfinder ministry is to involve adults to help develop the character and skills of
mainly junior high kids. A child between the ages of 5-9 is still parent dependent and it
makes sense that the parent is still the main influencer in the life of the child. However,
once a child becomes 10 and grows into preteen and teen years, there is a steady march
toward independence from their parents. So, the goal of these two ministries is different.
This is why we separated them. And this is how it was originally designed to be.
There was a strong conviction that both ministries would need a network of
support. That would not vary. What would vary is the kind of support they needed. Each
one would need people who understood what their unique ministry needed. Both would
need structure. The structure would be the path to deliver the product: connection,
encouragement, support, and training through the role of the Cluster Coordinator. The
structure would be the means to deliver these services. It was a necessary, foundational
step. It was by no means the only step needed to strengthen youth ministry.
The way that this would impact youth ministry would be the same. The structure
would be needed to support local youth leaders. While the youth ministry has a very
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different function, the youth leaders are still very much in need of a support system, and
this is where the structure fills the gap. The needs of youth leaders are addressed by a
unique team of Cluster Coordinators recruited to help local church youth leaders navigate
the challenges of leading their youth through their presence, support, and training.
Building Block Five: Gathering Data
Ultimately, we had to find a way to impact the local church youth leader. To do
that we would need to connect. The biggest gap seemed to be between the conference and
the local church. So, this was where the effort was put. One would think that the contact
information should already exist. This was not the case. The conference tried to keep the
e-Adventist system current. In theory this sounded great, but they were dependent on
local church clerks, who are volunteers, to send in the updates. But this did not happen
consistently in churches across the state. Pastors were asked to send in the list of leaders
for Youth Ministries, but this did not happen either. The conference administration was
aware of this challenge and has tried to improve it. To gather the information our
department needed, the decision was made to gather it ourselves through appointed leaders
that are passionate about Youth and Young Adult ministry and recruited to serve in a
defined geographical portion of the conference, the Cluster Coordinators.
The conference office had very little data to help develop a strategy to reach young
people in Florida. Somehow, we needed to gather data. There was not a person that I
could find that had any hard data. The Secretariat said they had nothing and referred me
to the lady in charge of e-Adventist for Florida. She only had what clerks sent in, which
was very little. A basic search yielded 17,000 people which was less than 1/3 of the total
conference membership that were young people under the age of 35. And because we
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only track members, until a child is baptized they are not even on the records. Whether it
was by survey or from reports from somewhere else, we needed to find out what we really
looked like. The Youth Ministries Department suggested we have a census done, but with
a $100,000 price tag, we did not get administrative support, and understandably so.
Even within our own department, the secretary said that she stopped doing the
reports for the club ministries because she was told that it was no longer needed. So, there
was very little information to process or look at. We did try to contact our division office
to get a copy of the reports that were sent in, but we did not get a returned email or phone
call. We have redesigned the excel sheets to be able to start recording data and to be able
to compare it over time (year after year). Youth data was not the only one that was sparse.
We also looked for Pathfinder and Adventurer data. In addition, not all the clubs were
registering or reporting. It was tough to get a solid number when we did not have the data
coming in from the churches.
The lack of information was across the board in all youth ministries. However, for
youth and young adult ministries we had even less information than for the club
ministries. Which churches had a lot of Youth and Young Adults? What kinds of
ministries were offered in those churches? Who was the youth or young adult leader?
Did they have an active collegiate group or Sabbath School meeting? What was the
contact info for the leaders? All of this information was missing. Without this
information, we did not even know how to help. At best, it was a guess in the dark.
The only way we started to gather some data was when one of our Adventurer or
Pathfinder volunteers visited a church for the club ministries, we also asked them to start
probing for youth info. Who was the leader? What was their contact info (phone/email)?
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This started to help. There was just no way for our team of three directors to gather this
info in 300 churches. So, we relied on our network of volunteers to get this for us. And it
worked! Between the Youth Cluster Coordinators we had recruited, and the Pathfinder
and Adventurer Cluster Coordinators, we created a list of all the local church youth
leaders in the conference, over a period of a year and a half.
Building Block Six: Overhauling the
Existing Structure
We overhauled everything that was in place in Pathfinder and Adventurer
ministries in terms of how they were organized and volunteers were reimbursed. We
standardized how many churches a volunteer would oversee. The new range was 10-15
churches for a Cluster Coordinator. Some were responsible for 30-40 churches in the
previous model; we found this too large a number for a volunteer. We standardized how
volunteers were reimbursed. Some were getting one mileage rate, others another. Some
had toll passes, paid by the conference, others did not. Some even had equipment like
laptops and golf carts, others did not. We agreed to have one flat mileage reimbursement
rate for all volunteers. There were no other special deals here and there for individuals.
Everyone knew what everyone else would receive and it was the same for everyone. We
standardized how this was all reported by creating one report form for everyone in all the
ministries. See Appendix E. We capped the number of miles that a volunteer would be
reimbursed for each month. Some were reporting literally thousands of miles and getting
hundreds of dollars a month. One volunteer even confessed that he/she used this
reimbursement to pay his/her mortgage! We standardized what the role of each volunteer
would be by creating ministry descriptions. See Appendix D. We scripted everything we
could script because we knew that we were building a foundation on Pathfinders and
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Adventurers for the rest of the department. It was clear that we had to bring a different
level of order. What had been working was built around a different leadership style and it
did not have to fit for five different ministries. All these changes were done with the end
goal in mind, to strengthen each ministry and ultimately to prepare the way to establish a
structure for Youth and Young Adult Ministry.
When we mess with people’s money we mess with their minds. This was one of
the challenges that I did not foresee, but should have anticipated, knowing that change
brings resistance. The financial benefit of being a volunteer in Florida Conference was so
significant that other people outside of Florida heard that volunteers in Florida were
getting paid! Even though I shared with the team the budget and how much we were
spending in travel alone, getting less of a reimbursement was a blow. This started to
threaten the stability of how much buy in there was to the changes we were bringing.
Over several months this finally settled down and we moved forward to other issues.
One related issue was that we had people in one part of the state regularly traveling
to the opposite end of the state—and Florida is a big state! In addition, I discovered that
there was no limit to how many miles a volunteer could travel, and some would even rent
a car, and turn in the bill for their rental. That was all acceptable in the system they were
used to. We knew we had to define territories and limit reportable travel to plan our
budget and be more efficient. Each day, as I learned new details, I realized more and more
how much needed to be done to implement the structure, to harness our resources and
maximize our impact for the new Youth Ministries Department.
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Building Block Seven: Recruiting and Training
New Leaders
Over the course of the next several months, new leaders were recruited in
Pathfinder ministry to flesh out the expanded structure. In some cases, the people that
came on board had already been unofficially assisting the current volunteers to help them
cover their areas. One of our goals was to reduce that number of churches each volunteer
was responsible for and to make it more realistic. We also asked our existing Pathfinder
volunteers to recommend names/individuals to be considered for these positions.
Furthermore, there was an additional step after recruiting the leaders, and that was
training them and supporting them to do the work they have been called and invited to do.
This was an important step and made a difference. Volunteer leaders needed to know
what was expected and they needed to be held accountable for what they did (or did not
do). The training involved going over the ministry description, clarifying expectations,
attending an annual training, and participating in retreats.
The success of the structure was predicated on the belief that volunteers were out
there and just needed to be invited to serve. And then they would need to be trained to
accomplish the specific tasks of their job description. If we could find the right people
and show them what to do and then turn them loose to do it, we felt that we could make
this happen. And we did see it start to happen, just not as fast as I imagined. Each of the
three ministries would need a team of 23 people. How hard could it be to find 23 people
for Youth and Young Adult Cluster Coordinators in a conference of over 60,000? It was
harder than I thought.
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Building Block Eight: Creating a New
Common Language
I knew that having a common language would be important for us to move forward
as well. With the previous Pathfinder structure, there were only Area Administrators (one
in the North, one in Central, one in the West, one in the East, three in the South). What
made this system more complicated was how Florida was further subdivided by using
compass directional names. In South Florida for example there was an area called SouthSouth-South and South-South-North and there was even a South-North-South. In the
North, there was also a North-South-North. It felt like we had to have a special degree to
know which area we were talking about. In print and in conversation it was challenging to
follow this system. To reduce this confusion, I got the conference Youth Directors
together and we wrestled with the names. We brainstormed, used a thesaurus, prayed, and
came up with new names: areas/zones/clusters. Areas refer to the three major sections and
subdivide the entire state into three parts: North/Central/South. This was in line with what
the Ministerial Department was already doing. Areas were further subdivided into Zones.
North has Zones A, B; Central has Zones A, B; South has Zones A, B, C, and D. The
zones were then subdivided into Clusters. These clusters refer to a geographical grouping
of churches that are near each other. Each cluster has 10-15 churches in it. Every church
in the Conference was assigned to a cluster. See Appendix F. These were the basics of
our structure that was put into place to start to strengthen youth ministries.
We knew that the language would have to be the same for us to make this work.
We all had to understand and mean the same thing when we spoke or referred to different
pieces of how we were going to operate. This would also help keep the department and all
the ministries working with the same system; in the long run this would simplify the
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structure. We would only have to learn one structure that applied to all of the ministries.
It sounded simple and looked solid. I did not want to have three or more separate systems
and names for leaders—that seemed too confusing and unnecessary.
The other challenge was the name to put after the Area/Zone/Cluster level leaders.
We had some that were already “administrators” and to call them coordinators might feel
like a demotion. We wanted to be sensitive to people’s feelings in all of this as well. We
decided that we could keep the name Administrator for the Zone level (which was a
renaming of the former Area Administrator). We would also keep the name of Area
Administrator but we redefined it in the new model to mean one of the three areas only:
North/Central/South. Then we had to settle on a name for the Cluster level leader—we
decided on Cluster Coordinator. So, the structure was set, the names/titles were set. Now
we could all say the same thing in a simplified language and everyone should be able to
tell exactly what we were talking about. This would apply to all ministries in our
department. This was a huge step forward.
Building Block Nine: The Structure Starts
Taking Shape
We wanted a Cluster Coordinator over each Cluster (seven in the North, seven in
Central and nine in the South—23 total Cluster Coordinators). Clusters were identified by
numbers (for now 1-9). Every church in Florida was assigned to a Cluster with a Cluster
Coordinator representative. This person was responsible for overseeing 10-15 specific
churches in their assigned territory and for their ministry. This Cluster person contacted
the local leader of the ministries that were already happening in the churches to assist,
connect, network, support, and train those leaders in their territory. They were also
responsible to visit each church in their Cluster and make contact with the local church
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pastor to see if they have any needs in terms of starting Adventurers, Pathfinders, Youth or
Young Adult ministries (based on what the church child/youth population is and what the
church is ready for.) By working with the current leaders and ministries and seeing how
they could help the church start new ministries as they were ready, this team of volunteers
was coming alongside local churches to strengthen their youth ministries.
In addition, we recruited Zone Administrators that oversee two or more clusters.
Their role is to work with the Cluster Coordinators to answer questions, offer support, and
visit churches and leaders as requested by the Cluster Coordinator. Basically, they are the
first line of support for their Cluster Coordinators. In addition, we have asked that they
would plan an annual Zone event that would gather young people from their Zone together
into a larger group. This was to help keep the idea in focus that we are all a part of
something larger. Each church is a part of a Cluster which is part of a Zone which is part
of an Area which is part of the Conference. We wanted local churches to see the value of
partnering together with other churches, either in the Clusters or Zones. We wanted to get
the few young people from one church to connect with the few from another church so
that when they met they could do more (in service) and have fellowship with other
Adventist young people (in social settings). We had also dreamed about how stronger
ministries within the Cluster can join forces to strengthen a weaker ministry within their
Cluster or Zone. This will help instill the mentality that we are all in this together and
need to help one another.
Structurally we were moving in the direction of getting organized to move ahead
strategically. By having Cluster, Zone, Area, and State level volunteer leaders we were
positioning ourselves to best serve each church in the ministries the Youth Ministries
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Department represents. In addition, we had the three Area Youth Directors to oversee
Youth Ministries (Adventurer, Pathfinder, Youth and Young Adult, and Public Campus
Ministries) in their area. We were also clarifying who the key volunteer leaders were and
recruiting additional volunteers to fill in the gaps. It was clear to us that the distance
between the conference office and the local church was too large. As we continued to
recruit competent leaders we reduced the gap between the conference office and the local
church.
We created a ministry description for each level of leaders: Cluster, Zone, Area,
and State. See Appendix D. This was done to help clarify the expectations and roles of
each leader. It had to be clear who is responsible for what and who they are directly
accountable to. The ministry descriptions were basically the same across the different
ministries with some language changes to fit each specific ministry (Adventurer,
Pathfinder, Youth and Young Adult). This was very important to keep the department
united. We used the same verbiage for each ministry.
Building Block Ten: Setting Target Dates
We set some target dates to create a timeline to implement fully the structure that
had been created on paper. It was time to put the plan into action and work towards
achieving the goals of recruiting volunteers to fill vacancies. We set the following targets:
1. Pathfinders: have full structural implementation by August 1, 2011
2. Adventurers: have full structural implementation by December 31, 2012
3. Youth and Young Adult: have full structural implementation by December
31, 2012
4. Youth: have full structural implementation by December 31, 2014
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5. Young Adult: have full structural implementation by December 31, 2014
By full structural implementation we mean that we would have recruited a full
team of volunteers (all State/Area/Zone/Cluster level volunteers) for that ministry
(Adventures, Pathfinders, Youth, Young Adult). This would be 34 volunteers for each
ministry: 23 Cluster Coordinators, 8 Zone Administrators, and 3 Area Administrator. It
also meant we would have grown in our budget to be able to sustain the team of volunteers
at fair levels of reimbursement. As a bridge, we decided to combine Youth and Young
Adult for 2012 and 2013. This would give us more time to grow the concept/structure and
to recruit leaders. It would also help us ease into the additional budget cost of financing
additional reimbursements for new leaders. We wanted to find the right people and put
them in the right positions. Adventurer Ministry was behind on its target and so was
Youth and Young Adult Ministry.
It took longer than expected to recruit the needed volunteers. In Youth and Young
Adult, we agreed to start with our Cluster leaders first and then work out towards
recruiting Zone and Area volunteers for Youth and Young Adult ministry as leaders grew
into those positions or became available to us. To date, we have still not separated Youth
and Young Adult to unique volunteer teams for each. The thinking evolved into, let us
develop one layer at a time so we do not fragment and weaken the system.
In the one area, the Associate Youth Director led the way and had recruited an
Area, all Zone levels, and some Cluster Coordinators. However, it weakened once there
was turnover in leadership at the associate level. It did not help that the Associate
Director position remained vacant for nearly a year. All the volunteers that had been
recruited resigned. It was very obvious that maintaining the structure would take constant
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nurturing and effort; and that the volunteers would need to have more than a connection to
a Youth Director’s personality, they would have to feel more of a calling to this role.
In another area, there were several people interested in serving, but then
circumstances changed and they were unable to help. One decided to go back to school.
Another went through a divorce. Still another moved away. This initially led to
frustration. But I had to keep coming back to a belief that God knew who He wanted in
these positions, and His timing was also a factor. Maybe the volunteer we needed had not
even moved to Florida yet. It was the ebb and flow of developing this structure.
Another challenge I faced was trying to juggle the State responsibilities as Youth
Ministries Director and the Central Area Youth Director. This was more than I had
anticipated. I chose to make sure that the state level did not suffer, but Central paid the
price. Central did not get my exclusive presence and support. I did not focus solely on
one area like my associates were able to. I traveled the state while they mainly stayed in
their areas. This created an imbalance. To adjust, I asked each associate to take the lead
in planning different state events. I could not do it all, just as Moses could not. I had to
delegate to survive. It made a difference, but we were still one Associate Youth Director
short.
For perspective and to paint a picture of the magnitude of what we were
undertaking, consider the South area for example. We had four Area Administrators in
the previous model. They were responsible for ministering to over 100 churches. They
had some helpers, but it was basically four people. In the new structure, we had one Area
Administrator, four Zone Administrators and nine Cluster Coordinators. There are now
14 officially appointed leaders where there were four before. This is a huge increase. And
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that was just in Pathfinder ministry. The goal was to repeat that in Adventurers and Youth
and Young Adult as well.
We had most of our Adventurer team recruited by December 2012. Our State
Administrator served as both the State and Area Administrator for North and Central.
This was not ideal, but we realized that God’s timing was not our timing. We had five of
the nine Zone positions filled and 16 of the 23 Cluster Level positions filled. It simply
took longer than anticipated. But we were willing to add as God brought us new leaders
that were ready to serve and make do with what we had until more leaders came on board.
Regardless of the pace of adding volunteers, we had more people involved and were able
to better serve churches than we were before. We knew we were headed in the right
direction and it was easy to see that we were making progress.
For Youth and Young Adults, the decision was made to keep the two together, at
least to start with. We wanted to get some momentum. By our December 2012 deadline
we had recruited 16 of the 23 Cluster Coordinators. We made it over half way to our goal.
And there was a lot of quick turnover as one associate in one area went back to pastoring.
It was a challenge, to say the least, to get this group of leaders recruited and retain them.
We even experimented with having youth pastors take on the role of Cluster Coordinator
in some Clusters, but this did not work really well. It would require steady work to build
this network of volunteers. It was taking more effort and energy than was initially
anticipated. But, I still believed that we had the right structure. It was just taking longer
to recruit the volunteers.
It took a monumental amount of effort and energy to get Pathfinders and
Adventurers organized, set up in the new structure and to recruit new leaders to fill the
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new positions. The reason for the constant reference to Pathfinders and Adventurers was
that this step was a seen as a pre-requisite to addressing the structure in Youth and Young
Adult ministries. We were simultaneously revamping the whole of the Youth Ministries
Department. We were taking what had been two separate departments and creating one
new department. In this merger, we had set goals to triple our volunteer workforce in
approximately two years and to position ourselves to have a strong platform from which
we can better train the Florida army of young people and deploy them in ministry. I knew
this was an ambitious goal, but only as we came up short did I realize how ambitious.
We even set new targets to recruit the additional Cluster Coordinators. The new
goal was to have Cluster Coordinator (Y/YA) officially appointed by the Florida
Conference Youth Ministries Department by December of 2014. The Cluster Coordinator
volunteer would serve their 10-15 churches and champion Youth Ministry in that Cluster.
They would make themselves known to the church pastor and other leaders. This
volunteer would have an official ID card (valid for one year). This Cluster Coordinator
would work with the Area Administrator for Youth and Young Adult Ministry and with
the Area Youth Director. Together they would support and strengthen local church Youth
Ministry. We did not hit this goal either. The same issues presented themselves: difficult
to recruit willing leaders, individuals had other commitments, there were events to plan,
and the Youth Ministries Directors were busy with other responsibilities.
Building Block Eleven: Pastors
Pastors also played an important role and were involved in many ways. When a
new candidate is being considered to join the team, Pastors are always asked to give a
reference; Pastors are briefed at regular pastors’ meetings about the direction/structure of
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Youth Ministries; Pastors are given contact information for their Cluster Coordinators in
Adventurer, Pathfinder, Youth and Young Adult ministries (and our leaders receive
contact information for pastors in their Cluster); Pastors are informed by mail/email that
they now have a team of leaders to help them with anything they need as it relates to
Youth Ministries.
We did all we could to inform and communicate with our pastors. I felt like we
were placing a treasure before our pastors by offering them a team of volunteers to help
them in their local church to grow youth ministries. But it was not always seen as a gift.
It was often ignored. Most pastors simply wanted a guest speaker. Rarely did I get a
request to help them with a youth ministry challenge or to provide training for their
leaders—the very things that could have made a significant difference.
There have been flashes of success. One day, a pastor called the Conference
Office and asked for the Youth Department. He said he needed help with Youth Ministry
in his church. He wanted a Conference Youth Director to come to his church on a specific
date to help his local church youth leaders. The Youth Director was unavailable, but the
director contacted the Area Administrator and Cluster Coordinator where this church was
located. Both volunteer leaders agreed to attend and were available on the date given by
the pastor. The Area Administrator met with the Area Youth Director, was trained in what
to say and given all the materials needed to hand out to the local church youth leaders.
The Area Administrator met with the Cluster Coordinator and shared what the Youth
Director shared with them. They met together to go visit the local church youth leaders to
share the information, offer encouragement, gather and exchange contact info, and pray
together. The pastor called later the next week and was overjoyed at the team that was
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sent to his church and how helpful that meeting was to the youth leaders in his church.
This was how the model was set up to work and did indeed work in this situation.
Building Block Twelve: Youth Pastors
There was another angle we needed to look at. We had 15 youth pastors in the
Conference. Some of them were more like Associate Pastors than Youth Pastors. The
Ministerial Department looks at some churches to be “intern” churches where young
pastors go to learn ministry on their way to becoming senior pastors; they are not really
youth pastors—they are pastors that are young. When we looked at the number of youth
pastors compared to the number of pastors in the conference, we found that youth pastors
were only 6% of the pastoral force. In a pastors’ meeting, I shared this with the
conference pastors and said that this number is way too small. We need 100% of our
pastors to be concerned with, involved with, and ministering to our youth. We also found
that 78% of our churches have fewer than 300 members. That was a lot of churches. That
was a lot of churches that were sharing pastors. That was a lot of churches that do not
have youth pastors. We were still trying to get a handle on how many of these did or did
not have youth attending. These were the churches that had youth and needed a youth
leader that was supported by the conference Youth Ministries Department. This was what
we believed the structure would specifically address. Youth ministry needed a structure to
strengthen local church youth ministry and the leaders.
Building Block Thirteen: Councils
Having all the leaders in place, designing and building the structure was only the
initial phase. Next, we set up area councils and state councils. We had an existing
Pathfinder/Adventurer quarterly meeting called PAC. This group makes all the major
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decisions in the club ministries. Representatives from around the state sat on that
committee. We had to develop the State Youth Ministries Council as well as Area Youth
Ministries Councils. On the Area level we had an Area Council for Youth Ministries (all
ministries) and Area Council for each ministry. The purpose of these councils was
twofold: (a) to keep our team of leaders focused in the right direction and motivated to
keep moving us forward so we would have a common direction across the state; (b) to
listen to our local church leaders to get feedback so we would know where to adjust what
we were doing. This time together was key to keep a common vision and move forward
to the same future.
Summary
The building blocks described in this chapter give a brief overview of what has
been done over the course of several years to build a structure to strengthen Youth
Ministry in Florida Conference. From re-organizing the Pathfinder and Adventurer
ministries, to recruiting new leaders, to creating documents, to networking with
administration, leaders, and pastors, to even being sensitive to ministry titles and learning
the art of being a ministry engineer. What was written above has served to document the
ups and the downs of the process. At this point in the process, it is time to consider the
outcomes, make some summary statements, followed by conclusions and
recommendations.
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CHAPTER 6
PROJECT EVALUATION AND LEARNINGS
Introduction
In this chapter, I will give a summary of all that has been done toward
accomplishing the project proposal, describe the method of evaluation, share outcomes,
draw some conclusions and finally list some recommendations.
Overview
The stated purpose of this project proposal was to develop a structure to strengthen
youth ministry in Florida Conference. To accomplish this, one of the first steps was to
investigate how other departments in Florida Conference were organized. The thinking
was that if the right model could be put into place, youth ministry could shift from isolated
and unsupported to integrated and strengthened. This would require developing a core of
volunteers, Cluster Coordinators, which could be an extension of the Youth Ministries
Department. They would be recruited and trained to serve as encouragers, supporters and
trainers of local church youth leaders and report back to the department contact info and
needs in order to collaboratively work toward solutions.
The theological foundation was also key and highlighted that God is a God of
order and biblical organizational structure models are instructive even in modern times.
The Creation account, Tower of Babel, Israel’s classification system of nation, tribe, clan,
and family, as well as Jethro’s counsel to Moses were some of the Old Testament stories
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used. In the New Testament, Jesus and his disciples, Acts 6 and 15, and spiritual gifts
gave added insight into church organization.
Furthermore, the literature review focused on four main areas: vision, change,
function, and volunteers. It was clear that there had to be a vision of what could be
accomplished and a belief that change was possible. A key element in change is building
a broad basis for support, and that was very important especially early on. Being clear on
the function of the structure and realizing its limitations was also helpful. Structure was to
be a means to an end, not the end goal itself. And lastly, without volunteers, none of the
vision could have been accomplished. Having a good understanding of how to recruit and
retain these leaders would make or break the structure.
These chapters have helped convey a plan of action to put a structure in place to
strategically assign volunteers called Cluster Coordinators around the conference in
defined territories. These volunteers have helped us gather information about what was
happening in local church youth ministry and come along side local church youth leaders
to help and support them in their role and create a link between the Youth Ministries
Department and local congregations. We have implemented this plan and seen the results.
When it came time to initiate some changes, practice did not match theory. The
idealistic optimism of creating a new structure in theory was tested by the reality that
changes in ministry are challenging and messy. It does not always go the way that one
imagines it. And yet, this is part of the beauty of the process. Sometimes we cannot see
what we need to do from where we are; we have to plunge right in and then, and only
then, do we see other aspects that they were previously oblivious. And the by product is
that one is changed in the process. One learns to adapt and flex. It was easy to say we
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need our volunteer staff tripled. It was not so easy to accomplish it. It was fairly
straightforward to see the problem—we need more help; we have to recruit more
volunteers. But this is not automatic. People have busy lives and families and work
responsibilities. Ministry is not all that matters. In the context of real life, the
implementation of the structure was slower than anticipated. Current volunteers
sometimes reacted negatively to changes. Damage control had to be done. Having a great
idea and making it happen is not the same thing. So, we learn to celebrate small victories
and we trust that God is ultimately in control. We recognize that perhaps the biggest
change is what happened inside of us. We are humbled. We are grateful to be a part of
the bigger picture of what God is doing in the world. We pray more and we ask God for a
renewed vision of what He wants to accomplish in us and through us. And we start again,
but with new history of experiences, insights and understanding because of what we just
went through.
Description of Evaluation Method
The evaluation method was based on accomplishing certain tasks. There was a
need to create a list of current youth leaders in local churches. We now have this list.
This started to come right away as I empowered the current team of Pathfinder and
Adventurer leaders to start asking for this information as they visited their clubs. It
happened a lot faster in clusters where we had a Cluster Coordinator for Youth and Young
Adult ministry already recruited. Overall, the list took over a year to feel like we finally
had a basic grasp on who youth leaders were and how to connect with them. We had to
have contact with local youth leaders. The list facilitated this contact. There was a need
to recruit and train a network of volunteers called Cluster Coordinators across the state.
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Twenty-three volunteers were needed. The closest we ever came was sixteen. This was in
2012. I kept pushing this as a priority to the Associates. It had to stay high on the priority
list. The full scale of what was set as the goal has yet to be accomplished. However, in
the territories where Cluster Coordinators were recruited and trained and functioning, the
communication from the Youth Ministries Department to local churches went from nonexistent to making contact and sharing information and training with the leaders in those
churches. The connectedness and level of support we could offer to local church youth
leaders increased. And young people benefited by these volunteers because they were
able to organize their Clusters for Cluster activities that offered young people
opportunities to connect with other young people for service, social and worship
occasions.
Outcomes
One outcome was that Florida Conference had a unified Youth Ministries
Department. Prior to August 2010, the Conference had a separate Pathfinder and a
separate Youth Department. But in 2010, all of Youth Ministries were combined under
one Youth Ministries Department. This was one of the stated goals that administration
had, and it was accomplished. The Youth Ministries Department in Florida had the
following ministries: Adventurers, Pathfinders, Youth, Young Adult and Campus
Ministries (A, P, Y, YA, ACM) all united under one department. This prepared the way
for all of the other changes and developments.
However, in December 2016, the conference administration voted to return to the
earlier model of two separate departments—Pathfinder and Adventurers in one
department, and Youth and Young Adults in another department. This was an admission
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by conference leadership that for a conference this size and for the amount of staff the
department was given, the task was too large to accomplish with the team they staffed us
with. There was concern that the magnitude of the Pathfinder and Adventurer ministries
was too encompassing to combine with Youth and Young Adults. The hope is that by
separating the departments again, the Youth and Young Adult ministry will receive more
focused attention and improve the way that the conference ministers to those age groups.
It is worth noting that I was asked by administration to serve as the new Youth and Young
Adult Director, however, once the conference executive committee met, they changed the
recommendation and appointed me to serve as the Pathfinder and Adventurer Director.
One should not conclude that by attempting to develop a structure for youth ministry their
job is in jeopardy. Furthermore, I had been asking for another Associate Youth Director
for years to free me up to do other tasks, but was always told it was a financial issue—the
money was not there. From 2010-2016 we were capped at three directors, but, as of 2017,
the administration has created the budget so that each department is staffed with a director
and an associate—a total of four salaries now.
A second outcome was that all of the Youth Ministries had the same structure.
This was significant because prior to the first outcome, there was a very limited structure
in Youth Ministry. Pathfinder ministry was the only ministry to really have a structure,
but even that structure needed to be reworked. To simplify and stabilize the situation, and
to provide the same level of organization for all the ministries, the decision was made to
have one structure that was identical for Adventurers, Pathfinders, and Youth and Young
Adult Ministries. This was based on the fact that while these ministries are unique, the
need for organization, structure and support from the conference was common to all the
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ministries. The Pathfinder structure served as a starting point and helped to create the
model that was the basis for the entire department.
It could be argued that Pathfinder and Youth Ministry are not the same. Pathfinder
Ministry is structured and disciplined. Youth Ministry is fluid and free from a lot of
structure. And the adults that lead these ministries often reflect the structure. I would
contend that this is part of why youth ministry has floundered. One of the goals in
creating the structure was to stabilize and strengthen youth ministry. At the structural
level of providing oversight and support, this has been welcomed. Youth leaders were
looking for a network—a way to connect with other youth leaders. And they were looking
for a link to connect them to something bigger than their own local church teen ministry.
In essence, they needed a support structure. Without it, they were isolated and this feeling
of isolation leads many youth leaders to serve only short term.
In one Cluster in Central Florida we had a pattern that was working well. In the
Fall, I planned with the Cluster Coordinator to conduct a Cluster-wide Youth Weekend in
January. The Cluster Coordinator contacted each youth leader in their Cluster inviting
them and their youth to attend this special weekend. They could do this because they had
established contact and built relationships with those local church youth leaders. They
planned a Friday night vespers in one church, a church service in another church, an
afternoon outreach event, a Sabbath vespers in another church and finally an evening
social. Most of the churches from the Cluster were involved in some way. The weekend
activities rotated to a different church in the Cluster so that each church could host and
take ownership of at least one segment of the weekend. This was the structure functioning
to coordinate activities and ministry for the young people in a Cluster. It provided an
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opportunity for young people to mingle with other youth socially, partner together in
serving their communities, and to worship together. For the youth leaders, they got better
acquainted with each other from the various churches and exchanged contact info and
stories with each other. This was what I envisioned. And this has happened in a couple of
other places, just not as consistently or as broadly as was desired.
The goal was to have in Florida Conference one Youth Ministries Department that
oversaw five ministries (A, P, Y, YA, ACM) but used one structural model for all of the
ministries. The model had each church in Florida assigned to a geographical grouping of
10-15 churches called a Cluster. The churches in any given Cluster were the same for all
ministries. Also, each Cluster was designed to have three different Cluster Coordinators
(one for each: Adventurers, Pathfinders, Youth and Young Adults). Developing this
organizational structure was initiated to have a system by which Youth Ministry in the
local church could be strengthened and in the process it has served to strengthen
Adventurers and Pathfinders as well. Every pastor in the conference would have a team of
three trained volunteers, Cluster Coordinators, to help them grow which ever area of youth
ministries they needed help with in their church at the time.
The first and second outcomes paved the way to focus on the staffing side of the
structure. The goal has been that in each ministry (Adventurer, Pathfinder, Youth and
Young Adult – A, P, Y/YA) volunteer staff would be recruited and trained to help
strengthen respective local church ministries. The Pathfinder structure has been most fully
implemented, hovering between 85-95% implementation consistently. The Adventurer
structure has approximately 70% (24 of 35) of its volunteers in place. Adventurers only
had a few volunteers that worked with a few others unofficially when I started in 2010.

108

This is a huge increase, and Adventurer ministry is much stronger because of the
volunteers in the structure that support local church clubs/directors.
The biggest challenge has been in the main area of emphasis for this project—
Youth Ministry, where just over 50% (12 of 23) of the needed Cluster Coordinators had
been recruited at the highest point. The number drops to 46% when all 35 positions are
counted (Cluster/Zone/Area/State), which would be the full team of volunteers for Youth
and Young Adult ministry. When I started in 2010, there were not any volunteers that I
could find on record that were a link between the local church and the Youth Ministries
Department. So, from that perspective this was a big increase! We had a team of 16
people helping us where before we did not even have one. In terms of actual churches
impacted, 139 of the 300 congregations had a Cluster Coordinator assigned and serving.
And it was making a difference.
I would expect that there will be some additional shuffling of volunteers as the
new Youth and Young Adult director takes over July 1, 2017. Since December 4, 2016,
there has been minimal leadership and direction given to Youth and Young Adult leaders
and it will likely take the rest of the year to build some momentum. This is a significant
setback in my opinion. The recovery time to have momentum again after the split into
two departments will most likely take until 2018 or later.
The major expected outcome was that having a structure in place would strengthen
youth ministry in the local church. All of the outcomes listed so far were designed to
move Youth Ministry in this direction, but I chose to do this transition in conjunction with
the whole department and not independently. The structure was developed and put in
place. What has not been fully accomplished is the recruiting (and retaining) of the
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leaders to take on the volunteer positions in the structure as Cluster, Zone and Area
leaders in Youth and Young Adult ministry. So, developing the structure was only the
first step. Staffing the structure was the next step and we partially achieved this goal.
Original Vision
Imagine every church in Florida (there are currently over 300) being attended to
and covered by one of the 23 Cluster Coordinators, volunteers, leaders experienced
in/trained in Youth Ministry, available to pastors and youth leaders to help them,
encourage them, pray for them, support them and be with them as they do local church
Youth Ministry and to be connected to the conference. This would be the core team that
the Youth Director would work with to grow youth ministry in the conference. The local
church youth leader would no longer be alone. They would have a team of volunteers that
supported them. They would be connected to a network of local church youth leaders in
their Cluster and in the conference. Pastors would also have a sense of support for youth
ministry from the Youth Ministries Department. That was the goal. That was the vision.
It has begun to take place on a small scale and by God’s grace it will continue to grow
stronger, until finally, not only is the structure in place, but the right people are in place,
local church youth leaders are receiving the communication, information, support, and the
training they need to be the best leaders of youth that they can be. And they can send
feedback and give input in real time through their Cluster Coordinator to the Conference
Youth Ministries Department.
I am convinced that the structure is solid. It is the right model. It is the right
direction to accomplish the stated goal of strengthening youth ministry in the local church.
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So what has happened? Why have we not recruited all of the volunteers? Why is the
model not fulfilling its intended purpose throughout the conference?
Summary
The structure has had a positive impact on Pathfinder and Adventure ministry.
The team that currently serves the club ministries has grown from seven or eight to nearly
70 volunteers. This team can be mobilized at a moment’s notice. They are an enormous
blessing to me as the director. I could not imagine working without them. It is a lot of
work to keep this all organized, but when I think about what God accomplishes through
them, I am truly humbled. This is evidenced when we do an event or when I get a call
from a pastor or a club director. I have a team in place that can offer assistance and
support that is within an hour of any church in Florida Conference.
I have also seen that a plan does not guarantee success and whatever one can
imagine does not always happen the way they imagine it. There is often a gap between a
dream and reality. And yet, that is part of the learning. In fact, sometimes, unless we try
something we would never see what needed to be changed to really make it work. I am
grateful for the resources, both financial and personnel wise that I had access to in Florida
Conference to help make this all happen.
In terms of youth ministry, I am convinced more than ever before that there is a
need for structure. Youth leaders need help. And if the conference does not find a way to
provide it, where will it come from? I have found that youth leaders are open to and want
to receive support from other leaders who are willing to help them do their best. The
conference can and should provide this. The role of the conference Youth Director, more
than planning events, is to develop leaders to assist him or her in growing local church
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youth ministry. Youth directors are not able to accomplish this on their own, regardless of
the size of their conference.
To accomplish this, it must be seen as non-negotiable by conference
administration. This is the role of the conference Youth Director—to invest in and grow
local church youth leaders and youth ministry, even if it means planning and providing
less conference programming for young people. For too long, the emphasis has been on
events rather than developing leaders. There must be agreement on the part of
administration and the Youth Director to turn this around. There must be a clear vision of
how they will approach and attack this topic of strengthening youth ministry in local
churches throughout the conference. They will need each other’s support and
commitment to get this done.
Recommendations
After spending years in ministry and then focused study and reflection on this topic
of how to improve local church youth ministry in the Seventh-day Adventist Church, I
have some recommendations. These recommendations will focus on two main areas:
What are the things the Youth Director can do? What are the things others must do? And
finally, I will conclude the recommendations section with advice to the new leadership
team that will take the lead in Youth and Young Adult ministry for the conference now
that I am no longer directing all of Youth Ministries for the conference.
What the Youth Director Can Do
The conference Youth Director is not in a position that can create change in the
whole conference. The wise Youth Director will work within the conference structure to
continue to focus on what matters most—raising up new volunteer leaders; training them;
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releasing them to partner with him or her. In reality these volunteers are an extension of
the director. Youth directors must find ways to reproduce themselves. What would youth
ministry look like if a youth director’s primary goal was to develop a team of volunteer
leaders that could help grow youth ministry church by church in the conference? This is
not as appealing to most youth directors as throwing a big event. But I would argue that in
the long run this would be so much more effective and impactful.
A youth director must guard one’s thinking. One could surrender in despair,
thinking that there is too much that needs to change—or even worse, believing that things
will never change, so why even try? Systemic change is the ideal, but it is also like trying
to create heaven on earth. There are limitations this side of glory. I get that. And there
are also amazing opportunities. This is the tension that the youth director lives with.
While one might grasp conceptually and idealistically the need for a massive overhaul to
really catapult youth ministry to where it could be most effective, one needs to think
incrementally and proceed proactively while pursuing the vision God has given. What are
youth directors to do when they are not the one to make decisions that will bring about
systemic change? They do what they can with what they have. They remember that God
is ultimately in control and they learn to lead in a different way. Just because they are not
in charge does not mean they cannot lead the charge to change.
I agree with Maxwell (1998) who states, “Leadership is influence” (p. 11). A
conference Youth Director may not have the influence that a conference president does,
however, a youth director does have influence. The success of a youth director lies in
one’s ability to influence one’s organization. Youth directors will need to learn how to
become 360 degree leaders. They will need to learn how to leverage their role as leaders
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in the conference by expanding their influence. Youth directors should take the initiative
to plan lunches and meetings with their vice-presidents and presidents. They should be
present at the Conference Executive Committee meetings. They should constantly share
what they are doing and the direction they are heading. They should also ask for input and
guidance from administration. I believe that youth directors should be members of the
conference administration team that meets weekly, or at the very least be an invited guest
monthly—whatever the administration agrees to. Ideally, they would have a voice and
vote with ADCOM. Since most youth director’s come from the local church and are
sometimes clueless as to how a conference office is run, this could be difficult. Maybe
our current youth directors and union youth directors could help open this door for new
directors. It is time youth ministry be taken seriously and appear on the agenda
consistently to strategize ways to be more collaborative and integrated into the conference
strategy. One does not have to become a conference president to help change the culture
of a conference.
Pastors are an under tapped resource for growing youth ministry. While it is true
that not all pastors have a passion for youth ministry, I believe most pastors can see that if
their church is going to grow, they will have to do something about their children, family
and youth ministries. The savvy youth director will leverage this to help cast a vision for
how the conference youth department and the local church’s team of volunteers can come
alongside that pastor to actually help grow their church together by focusing on recruiting
and developing local church youth ministry leaders. Pastors need help. The youth
department can provide it. It is a fact that pastors are busy and have limited time and
resources. So, does everybody else. We must explore new ways for pastors to partner
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with youth directors to maximize everyone’s efforts. In my estimation, this was one of the
weakest links in getting broader buy in to the structure. Pastors, for the most part, were
not on board. They liked the idea, but it is a challenge to get the attention of a pastor—
there are already so many other voices and departments clamoring for their attention.
Nevertheless, the youth director needs to be proactive in pursuing pastors and helping
them see the vision, even if it means putting on fewer events.
I also believe that the foundation had been laid to make this structure successful
and that we were two hires away from making it all really work. I wonder what would
have happened if we would have hired a third associate to cover Central Area and then
one more associate to focus on helping us really dial in and think deeply about how to best
reach our youth and young adult population. One director with three area associates and a
fourth to focus specifically on Youth and Young Adult ministry—to me this would have
been a dream team. A team of five people working together to provide local church
leaders and pastors with the very best support, resources and training for youth ministries.
I don’t know of any other conference that has taken young people this seriously.
What Others Can Do
The Ministerial Department is a key player in helping open doors for the Youth
Director. If the Ministerial Vice-President can partner with the youth director to create
access points to engage pastors in conversation and training it can help build the youth
directors rapport with pastors. There will also need to be some level of accountability for
pastors to take youth ministry seriously and have leaders in place to make youth ministry
happen in their local church. I believe that for the structure to be fully implemented and
for pastors to come on board and embrace this change, it has to be driven by the
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conference administration. And that starts with the vice president to pastors—the
ministerial director, and the president. They can use their influence to open doors to
pastors that the youth director could not open on their own. They must do this
consistently and persistently through emails, during meetings with pastors, in
conversations with administration, in ministerial meetings, during visits one-on-one with
pastors and on the scorecards that measure pastoral success. This has to be ongoing. If
this does not happen, again the youth director can still do what they can to make a
difference, but it will be limited.
The goal is to position the Youth Ministry Department to become the catalyst.
Churches need young people and young people need churches. If churches are ignoring or
alienating their young people, they will have to make some changes. The youth director
and team of Cluster Coordinators can be trained to serve as consultants that do a simple
standardized assessment and provide a simple report back to the church, ministerial
department, and youth department. The youth director and ministerial director could
become a powerful tandem for helping transform willing congregations. As more and
more churches go through this process, one can develop a base line and see patterns of
what are the needs and issues that most churches have and what resources will be most
helpful. This can serve as a starting point to begin conversations and set things in motion
to create real change in congregations that are ready to do something different to get better
results with young people. The book, Growing Young by Powell, Mulder and Griffin
(2016) and the website, www.churchesgrowingyoung.com, are great resources to help
congregations start to take seriously how they are ministering and reaching young people.
Youth directors should be scouring websites, libraries, and seminaries looking for the very
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best resources to share with churches. And as these stories of transformation happen, they
can be shared to inspire other congregations to also follow suit.
In order for this to happen, how a conference measures success will need to be
redefined. The metric that has been used for years is baptisms and tithe. While these may
be good measurements, are they the best ones? What if we rewrite the scorecard of what
makes a pastor successful? What if pastors were evaluated on whether or not they created
opportunities for young people who were attending to actually be involved in significant
ways in the church ministries, let them lead out in the church services, and created service
opportunities in their communities? This goes beyond baptism, as important as that is.
What contributions are they allowed and invited to make in the church? This goes way
beyond token roles of being a junior deacon that collects the offering. How are their
talents and spiritual gifts nurtured and given room for expression? What if success was
measured by having mentoring ministries in place where godly adults were building
intentional relationships with young people, meeting on at least a monthly basis,
preferably weekly, over a year or two? Young people need to see what authentic
Christianity looks like. This can happen best as young and old people partner together to
do life and learn ministry.
Pastors are the gatekeepers of the church. A conference relies on its pastors to
help shape congregations. Churches and pastors will need to be held accountable at a
different level. Local church youth ministry is not an IF … it is a MUST. What if the
local church saw as its reason to exist—to grow and challenge families and young people
spiritually? A conference that emphasizes this would have to start to hold their pastors to
a different standard. On the one hand, pastors of growing churches that support youth
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ministry would receive recognition among their peers. On the other hand, holding a pastor
accountable by making youth ministry training mandatory, or re-assigning them to a
church that does not have young people, or even putting them in an associate role to learn
from pastors that are great with youth ministry are some options to broaden their focus.
Every opportunity should be afforded them, but if they do not want to come on board, then
maybe the tough decision to release and replace a pastor should be made.
In my opinion, after spending time trying to create a structure and having spent
over 20 years in ministry, the best combination is when a team of like-minded individuals
can all work toward the same goal. Imagine if the conference president led the charge to
focus all of the departments of the conference on doing something to help local churches
have thriving, vibrant children and family ministries to reach young people from birth to
young adults. What if all the departments worked together to help young people know
that they matter to their church, and to God? Every department would be singularly
focused on providing the best possible resources, support and training to help churches
minister to families and young people. What if young people were given real leadership
responsibilities and released to initiate ministries to reach their peers? I imagine it would
make a profound difference. And youth ministries could lead the way by leveraging all
their resources to bless local church leaders through the network of volunteers spread out
all over the state.
Advice to the New Youth and Young Adult Director
Ultimately the big question to wrestle with is—is the local church adding value to
its members’ lives? Are families better equipped to raise godly children? Are young
people offered quality programing and connected to caring adults in the context of the
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local church? Is the church leadership committed to having an impact for good in their
communities? Why would a family choose church over going to the lake or the beach?
What will they get from church that they cannot get anywhere else? These are the tough
questions churches must find an answer to. We live in a consumeristic age and trying to
minister to people who primarily care about, “what’s in it for me?” is challenging indeed.
How is this influencing what we do in youth ministry? Is the youth ministry department
helping pastors answer those questions? Are churches focusing on helping parents know
how to raise their kids? This is the kind of training Cluster Coordinators can organize for
local church youth leaders and local churches. The Youth Director cannot get everywhere
to address these issues. But with a team of coordinators, the youth director can have
influence in places he or she could never personally get to. Having the right people
trained and positioned all across the conference to partner with pastors to change local
churches seems like a viable solution.
From the conference youth department side, the question becomes, “How do we do
this?” How does a conference youth department deliver products and services to local
churches that help them serve young people better? Part of that answer is through the
network of volunteers. What they are called is insignificant. But having this team is
nonnegotiable. If youth directors make their main work to recruit, develop, and train
individuals that can easily travel to local churches to help youth leaders face and address
real issues and needs, they will strengthen that local churches potential to better reach its
young people. If youth directors focus their best time and effort and energies here, teen
ministry has to improve. This will take some effort because the default for years has been
to plan events to measure success. Changing the focal point to the local church has the
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potential to emphasize service and an incarnational approach to ministry which can lead to
transforming local church culture.
Imagine a generation of young people that feel accepted and loved in their local
churches. Imagine a generation of young people that have explored their giftedness and
settled in on a ministry and tasted and seen how God can use them; an army of young
people taking up their place in communities and serving in churches too. Imagine
churches where young people are at the heart of what that church is able to do in the
community. Imagine a church where youth leaders have been trained to know how to
train youth to be leaders. Imagine a church where youth leaders have been trained to help
parents to know how to parent. This should be the goal of the youth department—to make
this a reality—getting homes and families to partner with churches and pastors to impact
our young people and help them be lifelong followers of Jesus that are growing up to
become all God wants them to be. This should be the main focus of a conference youth
department. It will take a team of volunteers to partner with the youth director to
accomplish this goal.
Conclusions
The conclusion of the matter is that the structure which was put in place from
2010-2016 is no longer in place in Youth and Young Adult ministry. An enormous
amount of energy and effort went into creating a network of volunteers that is no longer
being used. The Youth & Young Adult Director has a team of different volunteers and is
organizing them as he best sees fit. This is the life cycle of ministry.
The structure we created had an impact where it was implemented, but it never got
fully installed conference wide across all the ministries. I still believe that this structure or
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something similar to it is the answer to helping strengthen youth ministry in the local
church in a conference and thus reducing the gap between the two. The Youth
Department will have to lead the charge. There is not one only way to strengthen youth
ministry in a conference. However, I am fully persuaded that whatever method is
employed, the youth director must have a clear vision, an understanding of the basics of
change dynamics, and clarity as to what the function of the Youth Director is and how a
structure can facilitate that role. Finally, it will, by necessity, have to lean squarely on the
shoulders of volunteers; conferences simply do not have the finances to staff the youth
department adequately. Together, youth directors and volunteers can be a powerful force
to turn youth ministry around in a conference.
In addition to the youth director and volunteers, the wise youth director that
connects with conference administration and other departments collaboratively has a far
greater chance for a wider impact. Youth ministry in the Seventh-day Adventist church
needs help. It will not improve on its own. It will take all these things working together
under God’s guidance and timing to help turn the tide and strengthen youth ministry in
local churches in Florida Conference.
I am still the director for Pathfinder and Adventurer ministries. I did meet with our
current PAC members in February of 2017 and told them that since we were undergoing
such a big transition to go back to a separate Pathfinder and Adventurer Department, this
was an ideal time to make any other changes. Were there things that they would like to
see changed? For the most part, they were happy with the structure and the improvements
that have come as a result. There was one suggestion—they wanted to add a fourth area
and call it the West Area, but still keep the same structure. It was satisfying to see that as
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we re-evaluated the structure that we have built together over the last six years, they
wanted to keep it. They have seen that the team is stronger and that we have more
volunteers involved now. They have seen that clubs are being better served and that
leaders are getting the support they need to be successful. The true test will be when there
is a change in the Pathfinder/Adventurer Director someday. Will the team still want the
structure when there is no one keeping it together at the director position? For now, God
is using the structure to continue to strengthen Pathfinder and Adventurer ministry in
Florida Conference. I see it and the leadership team for Pathfinders and Adventurers sees
it. Even if it is only at the level of these club ministries that the structure is functioning, it
has clearly strengthened these two ministries.
I still long for the day when volunteers are reaching out to youth leaders and
working together to help grow youth ministry where it is weak or non-existent so that all
young people feel included and needed in the churches they attend. I want to live to see a
day where we not only know how many youth are in our conference, but we also know
what they are skilled and gifted in. A day where young people are thriving spiritually and
actively involved in service opportunities at the local and conference level. I pray that
God would so build up His army of youth in Florida that everyone in this great sunshine
state would have a chance to choose eternal life. I believe that God will help us to build
up His army of youth in Florida to accomplish amazing things in His time.
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APPENDIX D

CLUSTER COORDINATOR
Ministry Description – Pathfinder Ministry
Florida Conference of Seventh-day Adventists
Qualifications:
1. Must demonstrate a love for the Adventist movement, family, Jesus, and Pathfinder
age youth
2. Must have at least three years of Pathfinder experience including one year of
administrative responsibilities.
3. Must be at least actively working on becoming a Master Guide, if not MG already
4. Must live in the geographical region where he/she is serving
5. Must have the best interest of heart for the FL Pathfinder ministry
6. Must be willing to work with all the diversity of cultures represented in FL
7. Must be a team player
8. Must be a member in good and regular standing with the beliefs/lifestyle/teaching of
the Seventh-day Adventist Church, including returning a faithful/honest tithe
Duties:
1. Be available to give assistance to the local pastors and club leadership in the following
areas:
a. Promoting local Conference, Union, Division and General Conference
Pathfinder programs
b. Provide guidance to conference policies and procedures and help leaders find
resources
c. Be familiar with and able to answer questions with regards to Pathfinder
handbook, conference events/policies and protocol
d. Seek to establish new Pathfinder clubs where possible
2. Assist local clubs with such activities as Pathfinder Day programs, Investitures,
Inductions, Inspections and any other reasonable activity clubs request
3. Promote participation in community activities such as parades/fairs and mission
projects
4. Partner with club Directors in your Cluster to consider doing activities/outreach as a
Cluster
5. Review quarterly reports from clubs and update Zone Administrator regularly re:
activities in cluster
Responsibilities:
1. Balance volunteer role as Cluster Coordinator with other church/family roles
2. Attend Cluster, Zone, Area Meetings, State Meetings, Reveilles, Camporees as
requested
3. Make contact with local church Pastor, Club Director, Club Staff
a. Monthly – make contact by email/phone with each club director in Cluster
b. Quarterly- Contact each Pastor in Cluster by email/phone
c. Twice a year – Visit churches in Cluster that have no active club; see about
starting club
d. Annually - Visit, in person, all active Pathfinder clubs in your Cluster, 3-4
times a year (suggested once a quarter)
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CLUSTER COORDINATOR
Ministry Description – Adventurer Ministry
Florida Conference of Seventh-day Adventists

A

Qualifications:
1. Must demonstrate a love for the Adventist movement, family, Jesus, and
Adventurer age youth
2. Must have at least three years of Adventurer experience including one year of
administrative responsibilities.
3. Must be at least actively working on becoming a Master Guide, if not MG
already
4. Must live in the geographical region where he/she is serving
5. Must have the best interest of heart for the FL Adventurer ministry
6. Must be willing to work with all the diversity of cultures represented in FL
7. Must be a team player
8. Must be a member in good and regular standing with the
beliefs/lifestyle/teaching of the Seventh-day Adventist Church, including
returning a faithful/honest tithe
Duties:
1. Be available to give assistance to the local pastors and club leadership in the
following areas:
a. Promoting local Conference, Union, Division and General Conference
Adventurer programs
b. Provide guidance to conference policies and procedures and help
leaders find resources
c. Be familiar with and able to answer questions with regards to
Adventurer handbook, conference events/policies and protocol
d. Seek to establish new Adventurer clubs where possible
2. Assist local clubs with such activities as Adventurer Day programs,
Investitures, Inductions and any other reasonable activity clubs request
3. Promote participation in community activities / outreach projects
4. Partner with club Directors in your Cluster to consider doing
activities/outreach as a Cluster
5. Review quarterly reports from clubs and update Zone Administrator regularly
re: activities in cluster
Responsibilities:
1. Balance volunteer role as Cluster Coordinator with other church/family roles
2. Attend Cluster, Zone, Area Meetings, State Meetings, as requested
3. Make contact with local church Pastor, Club Director, Club Staff
a. Monthly – make contact by email/phone with each club director in
Cluster
b. Quarterly- Contact each Pastor in Cluster by email/phone
c. Twice a year – Visit churches in Cluster that have no active club; see
about starting club
d. Annually - Visit, in person, all active Adventurer clubs in your Cluster,
3-4 times a year (suggested once a quarter)
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CLUSTER COORDINATOR
Ministry Description – Youth and Young Adult (Y/YA) Ministry
Florida Conference of Seventh-day Adventists

Y/YA

Qualifications:
1. Must demonstrate a love for the Adventist movement, family, Jesus, and Youth and
Young Adults
2. Must have at least three years of years’ experience working with Youth and Young
Adults including one year of administrative responsibilities (director/leader).
3. Must live in the geographical region where he/she is serving
4. Must have the best interest of heart for FL Youth and Young Adult ministry
5. Must be willing to work impartially with all the diversity of cultures represented in FL
6. Must be a team player
7. Must be a member in good and regular standing with the beliefs/lifestyle/teaching of
the Seventh-day Adventist Church, including returning a faithful/honest tithe
Duties:
1. Be available to give assistance to the local pastors, Youth and Young Adult leaders in
the following areas:
a. Promoting local Conference, Union, Division and General Conference Y/YA
programs
b. Provide guidance to conference policies and procedures and help leaders find
resources
c. Be familiar with and able to answer questions with regards to Y/YA
ministries: budgeting, leadership, planning, programming, spiritual mentoring,
and Conference policies/protocol
d. Seek to establish new Y/YA Groups / AY Programs where possible
2. Assist local youth leaders with such activities as Outreach Activities, Sabbath School,
Y/YA Sabbaths, Social Events, Training, Witnessing Activities, and any other
reasonable activity/request
3. Promote participation in community activities such as parades/mission/outreach
projects
4. Partner with Y/YA Leader in your Cluster to consider doing activities/outreach as a
Cluster
5. Review quarterly each Youth and Young Adult Leaders calendar/plans and give
assistance/input
Responsibilities:
1. Balance volunteer role as Cluster Coordinator with other church/family roles
2. Attend Cluster, Zone, Area Meetings, State Meetings, as requested
3. Make contact with local church Pastor, AY/Youth/YA Leader/Staff/Sabbath School
Leader
a. Monthly – make contact by email/phone with each Y/YA Leader in Cluster
b. Quarterly- Contact each Pastor in Cluster by email/phone
c. Twice a year – Visit churches in Cluster that have no active Youth and Young
Adult group
d. Annually - Visit, in person, all churches with active Y/YA Groups in your
Cluster, 3-4 times a year (suggested once a quarter)
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ZONE ADMINSTRATOR Y/YA
Ministry Description – Youth and Young Adult (Y/YA) Ministry
Florida Conference of Seventh-day Adventists

Y/YA

Qualifications:
1. Must demonstrate a love for the Adventist movement, family, Jesus, and Youth and
Young Adults
2. Must have at least three years of years’ experience working with Youth and Young
Adults including one year of administrative responsibilities (director/leader).
3. Must live in the geographical region where he/she is serving
4. Must have the best interest of heart for FL Youth and Young Adult ministry
5. Must be willing to work impartially with all the diversity of cultures represented in FL
6. Must be a team player
7. Must be a member in good and regular standing with the beliefs/lifestyle/teaching of
the Seventh-day Adventist Church, including returning a faithful/honest tithe
Duties:
1. Work with Cluster Coordinators to attend local churches for Y/YA Sabbaths, Socials,
other activities 2. Partner with Cluster Coordinators to have accurate contact info from all
Y/YA groups in Cluster
3. Assist Area Administrator with Zone/Area wide councils/events/planning
4. Assist Cluster Coordinators in their contact of local pastors/Y/YA leadership in the
following areas:
a. Promoting local conference, union, division and General Conference Y/YA
programs
b. Provide guidance to conference policies and procedures and help leaders find
resources
c. Be familiar with and able to answer questions with regards to Y/YA ministries:
budgeting, leadership, planning, programming, spiritual mentoring, and
Conference policies/protocol
5. Assist Cluster Coordinators in assessing where new Y/YA groups can be opened (work
with churches/pastors)
6. Assist the Area Administrator in conducting/scheduling: community service, outreach,
training events, and other Zone/Area Y/YA events
Responsibilities:
1. Balance volunteer role as Zone Administrator with other church/family roles
2. Attend Cluster, Zone, Area Meetings, State Meetings as requested
3. Make contact with Cluster Coordinators:
a. Monthly – make contact by email/phone with each Cluster Coordinator in
your Zone
b. Monthly – make contact by email/phone with your Area Administrator
c. Quarterly - make personal visit to each Cluster Coordinator and Area
Administrator
d. Quarterly – visit several churches/clubs in ZONE to support local Y/YA
ministries
e. Annually - Visit, in person, each Cluster Coordinator in your Zone, 3-4 times
a year (suggested once a quarter)
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__ Y

__ YA

Approved by ( Initials )

(  One)

Overnight Stay
$

-

Per Diem(Single)
$

-

$10.00-Breakfast
$15.00-Lunch/Supper

$

-

$

-

10/9/2014
Zip______________
(CHECK BOX)

Describe

Other Expenses

revised: 1/2015

$

Amt.

-

__ State __Area __Zone __Cluster (  One)

CHANGE OF ADDRESS?

State _______

*Reports received after Wednesday at 12 noon will be processed following week.

-

Per Diem(Couple)

Micky - South

Grand Totals

Totals

__ ACM

$15.00 Breakfast
$20.00-Lunch/Supper

PRINT OUT FORM AND TURN IN WITH RECEIPTS

City-State/Purpose

__ P

Email

City

Tolls

Aimee - North
Aida - Central

(OFFICE USE ONLY)

Month &
Day

Notes and Details:

Ministry

Miles (0.30)

Phone

Cluster-200
Zone-400
Area-800
State-1200

Street

Must be pre-approved by YMD

Your Name

Youth Ministries Volunteer Leader Form
(Adv/Path/Youth/YA/ACM - Cluster/Zone/Area/State)
Travel/Expense Report Form

APPENDIX E

Mileage Report Form for Volunteers

APPENDIX F
Master Grid of All Churches by Clusters/Zones/Areas
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